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Introduction
This Fire Service and EMS Master Plan has been prepared at the request of the South Lane
County Fire & Rescue (SLCF&R) Board of Directors.

The document contains a thorough

evaluation of the systems, processes, and performance of South Lane County Fire & Rescue
(SLCF&R).

It contrasts those organizational aspects with national standards of industry

practice. Finally, it offers recommendations to the organization for improvement of its systems
and delivery of service to the community.

A companion document, Standards of Coverage and Deployment Plan, May 2012, was also
prepared. This document explores in detail the risk within the community served by the district,
the district’s emergency response capability, and the district’s performance serving the
community’s emergency response needs. Finally, it offers recommendations to improve the
delivery of emergency services.

Together these two documents offer a comprehensive assessment of SLCF&R as well as
detailed strategies for the future.

It will ultimately be the choice of the SLCF&R Board of

Directors to determine the organization’s future direction. The Board will need to direct staff,
through clear policy guidance, to implement that charge.
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Executive Summary
South Lane County Fire and Rescue (SLCF&R) is a governmental entity formed under the laws
of the State of Oregon for the purpose of providing fire protection services within its boundaries.
The district’s jurisdiction encompasses approximately 132 square miles, plus an additional 665
square miles to which it provides ambulance transportation services. The SLCF&R service
population is estimated at 25,000.
District services are provided by a combination of career, resident and volunteer personnel.
Two of the four district stations are staffed with all three personnel types. One station is staffed
with resident firefighters, and one with resident and volunteer personnel.
The district was formed by the establishment of a new fire district. Included in the new district
were the former City of Cottage Grove Fire Department, South Lane Rural Fire District, and the
Creswell Fire Protection District.
SLCF&R has had a troubled history since its formation. Numerous fire chiefs have served at
the district’s helm. This inconsistent leadership has prevented the district from making the
positive changes necessary to become a highly functional and capable service delivery
organization.
There are many organizational systems and practices that are in need of improvement.
Training programs, administrative processes, response practices, and more will benefit from
improvement; in some cases minor and in other significant.
Of all issues, the district’s financial condition is of most concern. Financial forecasts indicate
that the district will be unable to sustain services at their current levels for more than two years.
The district is currently spending more money than it receives; a practice not sustainable for the
long-term.

Resolving this issue through securing additional revenue, reducing expenses

through service level reductions, or a combination of both is required.
This report is organized by organizational system category. It includes a description of current
conditions, industry best practices, and detailed recommendations for improvement.

It

concludes with descriptions of alternative service delivery models for the Board of Directors’
consideration. The companion report, Standards of Coverage and Deployment Plan, expands
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this theme through a comprehensive discussion of emergency response service delivery
performance.
The Summary of Recommendations section lists all recommendations made in this report. A
priority is assigned to each indicating whether the recommendation should be implemented in
the short-term, mid-term, or long-term.
In summary, SLCF&R is a diamond in the rough. Consistent leadership starting with the Board
of Directors and extending throughout the district, combined with establishing a service delivery
model financially sustainable for the long-term, will produce a fire and emergency service
organization delivering excellent service to the community.
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Organizational Overview
This section provides an overview of South Lane County Fire and Rescue (SLCF&R), Oregon.
It includes a summary of the district’s governance, organizational structure, service area, the
community environment, and resources dedicated to the provision of fire and emergency
medical services (EMS). A detailed analysis of the service delivery system is provided in a
separate report (Standards of Coverage and Deployment Plan, May 2012).
History, Formation and General Description of the District
South Lane County Fire and Rescue is a governmental entity formed under the laws of the
State of Oregon for the purpose of providing fire protection services for the cities of Cottage
Grove and Creswell as well as the unincorporated area that was previously South Lane Rural
Fire District and Creswell Rural Fire District.
The district’s jurisdiction encompasses approximately 132 square miles. In addition, SLCF&R
provides ambulance transportation services to an estimated 665 square miles that are included
in its Ambulance Service Area (ASA). Combined, the SLCF&R service area is 797 square
miles.
The SLCF&R service population is estimated at 25,000. Included are the cities of Creswell with
a population 5,015 and Cottage Grove, which includes 9,745 residents1. Territory within the two
cities is characterized demographically as suburban. The remainder of the district is rural in
nature.

1

Source: Portland State University December 2011 Certified Population Estimates
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The map in below depicts the SLCF&R service area.
Figure 1: South Lane County Fire and Rescue Service Area

SLCF&R responds to requests for assistance from the public from four fire stations, located in
Cottage Grove, Saginaw, Creswell and the Camas Swale area. The stations are staffed by a
combination of career and volunteer personnel.
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Career staffing is comprised of three station captains who supervise three engineers and ten
firefighters, assigned to three duty shifts to provide 24 hour presence. Of the four stations, only
Station 2-1 in Cottage Grove and 2-3 in Creswell are staffed with career firefighters. At full
staffing levels, Station 2-1 has one career captain, one career engineer and two career
firefighters on duty. Staffing at Station 2-3 consists of 1 career engineer.
In addition to the career personnel, 46 operational resident and volunteer firefighters constitute
a key component of emergency response staffing.

On a daily basis, at least one

resident/volunteer fills out the staffing configuration at Station 2-1 to achieve a total of five
personnel on duty. At Station 2-3, a resident volunteer is the second responder in the station,
with the career engineer.
For comparison purposes, ESCI mirrors the district’s career and volunteer staffing numbers
against national and regional medians. The medians are derived from data collected by the
National Fire Protection Association (NFPA), adjusted to the SLCF&R population category,
reported on an annual basis.2
Figure 2: South Lane County Fire and Rescue Career Staffing Comparison
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Figure 2 indicates that SLCF&R has fewer career personnel on a per 1,000 population basis
than the identified medians.

2

U.S. Fire Department Profile- 2010 (most recent available)
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A similar comparison is made regarding volunteer numbers in Figure 3, below.
Figure 3: South Lane County Fire and Rescue Volunteer Personnel Comparison
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Relative to the medians, SLCF&R provides greater numbers of volunteer firefighters.
An administrative staff oversees the district, consisting of a fire chief, one staff captain serving
as the EMS Coordinator and Training Officer and two administrative personnel. The three shift
captains also serve in an administrative capacity with various assigned areas of responsibility.
Emergency response services provided by SLCF&R include fire suppression, emergency
medical services, vehicle extrication, hazardous materials response at the Operations Level,
basic water rescue, and wildland fire suppression.

Advanced life support (ALS) EMS is

provided, including ambulance transportation and constitutes a large percentage of the district’s
emergency responses.
Responsibilities and Lines of Authority
The district is organized as a Rural Fire Protection District as defined by Oregon Revised
Statute Chapter 478. It is legally titled Lane County Fire Protection District No. 0543, doing
business as South Lane County Fire and Rescue.
SLCF&R operates under the oversight of a five-member Board of Directors (Board), elected by
the voters. Board members serve four-year terms and elect officers from within their ranks.
Board meetings are held on the second Thursday of every month and are moved between both
Creswell and Cottage Grove locations to accommodate accessibility by citizens.
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Board members have broad authority to govern the provision of fire protection and emergency
services within the district, including operating a fire protection system, hiring of the chief,
purchasing land and equipment, entering into contracts, issuance of bonds, and levying of
taxes.
A Board Policy Manual defines the policy direction under which the district operates. Policy
level direction is provided in the manual and responsibility for administration and implementation
of the policies is assigned to the fire chief.
The SLCF&R Board hires a full-time fire chief to manage operations of the district and to advise,
implement, and administer the adopted policies of the board. Appointed by and working under
the direct supervision of the board, the fire chief is hired under a personal services contract,
effective through June 30, 2014, and is not a member of a collective bargaining unit.
District Board Policies define the fire chief’s authority and responsibility. Specifically, Policy JD01 details the duties and requirements applied to the position in the form of a job description.
The document is current, having been re-adopted in November, 2011.
The fire chief is responsible for developing an annual budget that is then reviewed, modified,
and adopted by the Board of Directors.

Assurance that adopted board policy goals and

direction are followed is also under the fire chief’s purview. Employees are hired and directly
supervised by the fire chief.
Chain of Command and Span of Control
In any organization there is a path along which information and direction flows. This chain of
command is the recognized conduit of communication for organizational business and authority.
As is the case with most fire districts, SLCF&R uses a hierarchical sequence for ensuring that
necessary information transmission is orderly and timely.
The fire chief is the administrator of the district, reporting directly to the Board of Directors. Two
administrative staff and three station captains are supervised by the fire chief along with one fire
and EMS training officer.

A span of control of six to one results from this organizational

configuration, which is an appropriate level.
Each of the three shifts operates under the direction of a captain, who is also designated as the
shift commander. The engineers and firefighters assigned to a shift report to their captain.
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Organizational Structure
A well-designed organizational structure should reflect the lines of responsibility and authority
within the agency, provide for the equitable distribution of the workload, and clearly define the
official path of internal communication.

The lines of an organizational chart visually clarify

accountability, coordination, and supervision.

Detailed job descriptions should provide the

particulars of each job within the organization, helping to ensure that each individual’s specific
role is clear and focused on the overall organization mission.
The following figure shows the current SLCF&R organizational structure.
Figure 4: SLCF&R Organizational Chart
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The organizational chart reflects a traditional top-down hierarchical structure. Responsibilities
are appropriately distributed and the chain of command and resultant communications flow is
represented clearly for personnel to understand.
Job descriptions are maintained for all career positions and are included in the district’s Board
Policy Manual. A review of the job descriptions reveals that they are comprehensive in content
and include the appropriate definitions of responsibilities, required knowledge, skills and abilities
(KSAs). Adoption dates are primarily in the years 2006 and 2007 and, with the exception of the

8

Fire Service and EMS Master Plan

South Lane County Fire & Rescue, Oregon

fire chief’s job description, no review or revision is indicated subsequent to the initial writing.
Job descriptions should be reviewed annually and updated, as needed.
Job descriptions are maintained for volunteer personnel.

It is important that all personnel,

regardless of paid or non-paid status, work under a job description. Doing so assures that all
members understand what is expected and required of them and know their roles and
responsibilities as they relate to others.
Operating budget, funding, fees, taxation, and financial resources
South Lane County Fire and Rescue operates on an annual budget cycle. The fiscal year
begins on July 1st of each year and ends on June 30th. For fiscal year 2012, the district adopted
a general fund operating budget in the amount of $4,344,995.
Like most Oregon fire districts, SLCF&R depends on ad valorem taxation to provide the majority
of its financial resources. In doing so, the district levies a permanent tax rate of $1.0335 per
$1,000 of taxable assessed value against properties within its service area.

The value of

taxable properties within the jurisdiction is $1,634,156,160.
In addition to property tax revenue, SLCF&R receives income from its ambulance transportation
services in two forms. A fee is charged to patients transported to the hospital which generates
budgeted revenue of $1,216,000 for fiscal year 2012. The district also offers a subscription
service for emergency medical incidents which is budgeted to generate an additional $220,000.
In total, property taxes, EMS patient billings and funds carried over from the previous budget
year provide the revenue that is necessary to balance the annual budget, in the amount of
$4,344,995.
Additional discussion of the district’s finances can be found in the subsequent Finance section
of this report.
Current Fire Suppression Infrastructure
The delivery of fire suppression and rescue services is no more effective than the sum of its
parts. It requires efficient notification of an emergency and rapid response from well-located
facilities with appropriate equipment and fire apparatus which is appropriately staffed based on
an established deployment strategy.
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Two of SLCF&R’s four fire stations, Stations 2-1 and 2-3 are staffed by a combination of career,
resident and volunteer responders. Station 2-2 is staffed by resident firefighters and 2-4 by
volunteers. The stations house a fleet of front line and reserve apparatus that includes four fire
engines, one of which carries a 55 foot ladder and aerial water supply device. One additional
fire engine is held in reserve. Three water tenders are available to transport water to areas in
which fire hydrants are not available. Four brush/rescue vehicles are available that serve in a
dual capacity. A number of command and staff vehicles fill out the fleet complement.
For emergency medical response, the district maintains four ALS ambulances with one
additional ambulance in reserve. Three of the fire engines carry ALS equipment, as do all four of
the brush/rescue vehicles. One command vehicle is also ALS equipped.

The following figure compares the numbers of fire stations and response apparatus, compared
to fire departments serving similar populations. SLCF&R compares favorably with the national
median. SLCF&R’s stations, response apparatus and equipment are reviewed in additional
detail in the Capital Assets section of this report.
Figure 5: Comparison of Stations and Apparatus
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Recommendations
Review and update all employee job descriptions annually
Develop or update job descriptions for all personnel, including volunteers and resident
personnel
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Management
As with most emergency service agencies, SLCF&R faces challenges to organizational growth
and management. In addition to the operational challenges of emergency response, the
management of the business of a fire department always presents unique issues involving the
administration of financial resources, the setting of goals and objectives, internal and external
communications, information management, and security. This section examines the district’s
efforts in this area and preparation for the future health of the organization.

Mission, Vision and Values
Mission and vision statements, goals, and objectives provide key organizational management
foundations.

Development of the organization’s underpinnings is important, as is

communicating them effectively. People at all levels of the agency need to understand why the
organization exists, where it is headed, and how to identify its success. While a fire district’s
mission may seem obvious, the creation of a common understanding is critical to its success.

SLCF&R has established an organizational Mission Statement, as follows:

MISSION
“Making a positive difference in the community through service to others”
The Mission is accomplished through personnel who:
Provide a rapid response to emergencies
Take appropriate actions
Produce a beneficial outcome
Proactively participate in activities and events throughout the community
In addition to the Mission Statement, the district has declared its Vision as an organization with
the following statement:

VISION
The members, both career and volunteer, are UNITED together in a common
purpose and mission
The credibility, skills and performance of the personnel, both career and volunteer,
are RESPECTED by public safety/emergency response agencies.
The Fire District is TRUSTED by the Community
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The Mission and Vision statements have been formally adopted by the Board of Directors, an
essential step. In addition, they were re-visited and re-affirmed by the Board in November of
2011.
Finally, the district’s Values have been identified. The values are posted in the fire stations,
however information developed during stakeholder interviews indicates that they are not well
known or fully institutionalized.
During stakeholder interviews it was also found that the district’s Mission and Vision are not
clearly understood and embraced by all of the membership. The foundational statements were
reportedly developed by various fire chiefs and with varying degrees of engagement by those
affected.

It is important that Mission and Vision statements be reviewed on a regular basis and modified,
as needed, as conditions change. SLCF&R re-affirmed the statements in recent months, as
stated above, however there is no defined schedule for doing so. It is recommended that a
schedule of regular review be established and, given the change in leadership that has occurred
recently, it is advisable to completely re-visit the statements at this time.

Strategic Planning, Goals and Objectives
The process of strategic planning involves clarifying an organization’s mission, articulating its
vision for the future, and specifying the values within which it will conduct its operations. The
resultant plan identifies specific goals and objectives by which the organization intends to meet
its mission and vision. The goals and objectives provide guidance in decision-making and focus
the agency’s efforts on the most critical issues that will impact its future success. The plan
provides the membership with a clear understanding of the organization’s direction and their
role in reaching it.

SLCF&R has not completed a strategic plan. Considering the multiple changes in leadership
and overall direction that have occurred in the district in recent years, a strategic plan will be an
invaluable tool with which to identify the organization’s direction and chart a course toward
future success.

12

Fire Service and EMS Master Plan

South Lane County Fire & Rescue, Oregon

Adequacy of Foundational Policies, Procedures, Rules and Regulations
Organizations that operate efficiently are typically governed by clear policies that lay the
foundation for effective organizational culture.

These policies set the boundaries for both

expected and acceptable behavior, while not discouraging creativity and self-motivation.

An effective set of district operating rules and guidelines should, at a minimum, include two
primary types of policies:
1. Administrative Rules – This section contains the rules with which personnel in the
organization are required to comply. Administrative Rules, by definition, require certain
actions or behaviors in all situations. The Board of Directors should adopt or approve
the Administrative Rules since the chief is also subject to them. However, the Board
should then delegate authority to the chief for their enforcement and administration. The
Administrative Rules should govern all district personnel: paid, volunteer, resident and
civilian. Where rules require different application or provisions for different classifications
of members, these differences should be clearly indicated and explained in writing.
Specifically the administrative rules should contain sections which address:
Public records access
and retention

Harassment and
discrimination

Contracting and
purchasing authority

Personnel appointment and
promotion

Safety and loss
prevention

Disciplinary and grievance
procedures

Respiratory protection
program

Uniforms and personal
appearance

Hazard communication
program
2. Standard Operating Guidelines (SOGs) – This section should contain “street-level”
operational standards of practice for district personnel.

SOGs are different from

Administrative Rules in that variances are allowed in unique or unusual circumstances
where strict application of the SOG would be less effective.

The document should

provide for a program of regular, systematic updating to assure it remains current,
practical and relevant. SOGs should be developed, approved, and enforced under the
direction of the Fire Chief.
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SLCF&R’s current foundational documents are developed in three categories:
Board Policy Manual
Standard Operating Guidelines (SOGs), and
Special Orders
The Board Policy Manual is divided into ten sections containing policies that address
administrative and personnel practices, response protocols and general training and financial
subject areas. Policies are clearly written and understandable, though some content is dated
and in need of revision. The content of the Board Policy Manual is generally inclusive of the
appropriate content discussed above, however not all of the necessary elements are in place.
For example, policies were not found that address the key human resources issues of hiring,
termination and disciplinary processes.

Policies are of little value if every member of the organization is not fully familiar with them.
Information provided in stakeholder interviews indicates that the degree of awareness of the
Board Policy Manual content varies between career and volunteer membership as well as the
board itself. Policies have been developed incrementally over time and by several different fire
chiefs and boards, resulting in a degree of confusion and inconsistency.

Ongoing review and revision of foundation policy documents is important. The manual includes
a policy addressing the process by which SLCF&R policies are to be revised, however there is
no schedule or practice of regular review. Policies are updated on an as-needed basis only.
The majority of the existing policies are dated 2003, with revisions noted in 2007. Some of the
included job descriptions were revised in 2011, but most others have not been revisited since
2007.
SLCF&R’s Standard Operating Guidelines are maintained in a separate manual. Included are
69 SOGs, addressing appropriate areas of operating practice. Some of the existing SOGs date
back as far as 1995 with no recent revisions noted. Others are more current, however the
majority of the guidelines are dated in 2007 and some do not list an adoption date. In addition,
stakeholder interviews indicates that operational practices differ between shifts and stations and
that comprehensive SOGs either have not been written or are not followed.
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SOGs should be living documents that are incorporated into ongoing training activities to assure
personnel are familiar with the content. SOGs are not routinely used as a part of training
events, which is recommended.
The significant “churn” of leadership changes over the last decade has rendered personnel a bit
confused in terms of the regulatory style of each leader. Some previous chiefs were very
regulatory, adding to written policies, procedures, rules and regulations, and augmenting both
with special orders from time to time. Others didn’t address these critical documents at all, and
still others weren’t in place long enough to establish a style.

With the new leadership currently in place, it is imperative that the fire chief establish his style in
terms of procedures, rules and regulations, standard operating guidelines, and any special
orders or general orders or other unique written communication to the organization. Whatever
documentation is chosen, all such documents should be reissued with his signature on the
cover sheet and a contemporary reissue date for each page. This will ensure that all personnel
understand what regulatory documents are in place and in effect, and which ones have been
rescinded by absence in the new packet(s).

Standard Operating Guidelines should be reviewed on an annual basis to assure they are
current and incorporate changes that have occurred. At this time, SOGs are reviewed only on
an as-needed basis.

Critical Issues, Future Challenges, and Succession Planning
It is important that there be a clear appreciation of the critical issues that face an organization.
Without such an understanding, agency leadership is not prepared to meet future challenges.
In addition, the enunciation of critical issues to employees and members increases their
awareness of the organization’s priorities and assists them in becoming focused on solutions.
Establishing a practice of regularly meeting with internal and external stakeholders to identify
and define critical issues enables the organization to move forward more effectively.

SLCF&R has not established a practice of routinely discussing the issues facing the
organization. The most effective approach to meeting this need is by conducting a strategic
planning process, as recommended earlier in this section.
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However, district personnel were able to identify a number of critical issues facing the
organization in the course of stakeholder interviews. They are summarized as follows:
Budget and financial challenges
Developing a sense that the district takes care of its personnel
Personnel safety
Fire apparatus replacement
Maintenance and replacement of buildings
Increase community interaction
Improve internal communications
Clarify operational practices
More clearly define roles and responsibilities of all personnel
Of equal importance to identifying critical issues is the process of determining the future
challenges that confront an organization. An appropriate level of forward thinking empowers
people to recognize both internal and external challenges and prepare to meet them.

SLCF&R leadership and governing board recognize challenges when they occur, but do not
routinely undertake the task of forecasting those that can be expected in the future. Again, the
effort is effectively accomplished as a component of a strategic planning process.

A specific challenge that is faced by any organization is that of succession planning. The need
to replace administrative and leadership personnel is, for the most part, predictable and should
be anticipated and planned for.

A key component of doing so is creating an employment

environment that is supportive of the professional development of its membership. SLCF&R
does not have a detailed plan for the replacement of its key positions.

Internal and External Communications
Quality communication is an achievable goal for any organization, but one that often seems to
be elusive. However, it is extremely important. SLCF&R has various communication efforts to
provide opportunities for personnel to be informed, to be heard and to be involved.

Weekly Management Team meetings are held each Wednesday. The meetings are attended
by the fire chief and four career captains. Minutes of the meetings are recorded, but they are
not circulated to other personnel. Instead, the captains are charged with the responsibility of
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disseminating information from the meetings as they deem appropriate. The practice creates
opportunity for incomplete and ineffective communication. Volunteer personnel rarely get the
benefit of this information. Management Team meeting minutes should be prominently posted
and circulated to assure that changes and decisions made are communicated to the rest of the
organization.

It is essential that all levels of leadership be included in decision making and dissemination of
information. The Management Team meetings discussed above are important, but involve only
the career leadership personnel. Resident and volunteer line officers are not included and no
other leadership meetings occur. As a result, volunteer leaders do not feel included in decision
making or otherwise fully engaged in the management of the organization.

Internal communication is achieved by way of face to face exchange, posting information on
bulletin boards, and distributing correspondence via memo to the membership. There is no
member newsletter or other form or regular information distribution. The administrative staff is
working on an email system for all personnel to improve communications. Plans are underway
to improve the website to allow personnel to log in to access district information.

On a weekly basis, the volunteer and resident firefighters assemble for their training night. The
first ten minutes of the meeting is dedicated to communication and are generally attended by
the shift captain and training officer to update the membership on current events.

Finally, special committees are established on an as-needed basis to address specific areas of
concern. An example is a workgroup that was recently tasked with developing an approach for
dealing with the implementation of a new electronic charting program for EMS incidents.
External communications with the district’s constituency is of equal importance.

For a fire

district to succeed, it must be in touch with its customer base and attentive to their concerns and
desires. Outreach is best accomplished by a combination of initiatives such as community
newsletters, an effective web site, the use of community advisory committees and surveys
requesting citizen comment.

SLCF&R provides press releases as needed. There are two local newspapers which serve the
citizens in the Creswell and Cottage Grove areas respectively.

The EMS/Training Captain
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along with the fire chief and Board members participates in a question/answer program on a
local radio station. This allows SLCF&R to promote fire and life safety information and also
provides the public a chance to call in and ask questions regarding the fire district.
The district has a website that provides minimal information. Administrative staff recognizes
that the website needs to be enhanced to provide more information to the public. SLCF&R
should review other fire service agency websites to identify useful content and format that will
provide more information to the public. Providing links to other agencies such as Lifeflight, Lane
County, cities of Creswell and Cottage Grove, and the Office of State Fire Marshal would
provide an additional service to the community. In turn, request that the SLCF&R website link
be listed on other community partner websites.
Public education provided to the community includes station tours, water safety events, and a
fire prevention week program that provides all first graders an opportunity to tour the fire station
and a presentation on escape drills in the home.

Presence at other activities within the

community takes place periodically especially during the open FireMed membership period.
SLCF&R sends a FireMed membership application to all district residents. The district could
take advantage of this opportunity to include additional information to the patrons by including a
news bulletin or brochure that outlines the services offered by SLCF&R. Additional information
could include availability of blood pressure checks, station tours, backyard burn information, and
other pertinent fire and life safety topics that could be useful to the citizens.
The district has identified the importance of follow-up contact with citizens that have received
services. A mailer is sent to EMS service recipients, asking them to complete a survey that
provides feedback on their experience.

The effort is commendable and its continuation is

encouraged.

Citizen committees and advisory boards are not generally used by the district, with the
exception of the Budget Committee that is assembled annually to review and approve the
budget.

Additional efforts to incorporate community members in an advisory capacity are

encouraged.

A number of community outreach efforts are in place, as described above. However, in the
course of conducting a large number of interviews with SLCF&R stakeholders, both internal and
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external to the organization, it was consistently indicated that the district does not engage
effectively with the community. Doing so is particularly important in light of past controversies
and existing critical issues. SLCF&R should, and has already begun to, increase efforts to
interact with its constituents. An increased presence at community events, regular attendance
at city council meetings in both cities, and participation in service organizations and other
community events is encouraged to increase the district’s community involvement.

Decision Making Process
Members of an organization need to clearly understand the decision making process and what
their involvement is. The process needs to be defined, often aligned with the chain of command,
and communicated effectively to avoid confusion and potential conflict.

If members of an

organization are provided with the opportunity to engage in decision-making, the organization
benefits from greater commitment and ownership in its success.

The fire chief indicates that his decision making process is highly collaborative in nature. The
approach is appropriate and effective in a fire department setting. The process of making
decisions has not been formally identified in the past and the newly appointed chief is in the
process of doing so.

Document Control and Security
Records management is a critical function within any organization. A variety of uses are made
of written records and, therefore, their integrity must be protected. State law requires public
access to certain fire and EMS agency documents and data. Clear written practices must be in
place to provide for public records access through the department staff.

SLCF&R Board Policy number A-12 specifies the practice by which information is to be provided
in response to an inquiry from a member of the public. The document is adequate in content
and appropriately references state law. The agency’s hard copy documents are retained in
locked filing cabinets and locked offices, and computer files are password protected and backed
up weekly on an on-site hard drive.

The district has a significant investment in facilities, apparatus and equipment, along with its
financial assets.

Protecting these assets is very important.

consistently locked and secure from unauthorized entry.

Stations are reported to be

Public access to the buildings is
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limited to business areas or when accompanied by an employee.

Doors are secured with

combination locks and combinations are changed, at least occasionally, to prevent unauthorized
entry. No security alarm systems are used to provide for automatic notification of a break-in.
Monitored fire alarm systems to provide early smoke and fire detection for buildings are not in
place. Installation of fire and intrusion alarm systems, monitored off-site, is recommended.

Capital assets are not routinely inventoried with the exception of large value items that are
recorded on an asset list for insurance purposes. To protect the district’s investments it is
advisable to establish a practice of annual assent inventory documentation.

Reporting, Records and Management Information Systems
Periodic reporting consists of monthly reports by staff to the board. At each board meeting, the
fire chief provides a financial and management report, and the captains provide an operational
report.

An annual report to the community has been completed in the past, but not in recent years. An
annual report is an effective tool to inform citizens what has occurred in the fire district over the
past year. It also provides a valuable historical record for use in the future.

SLCF&R meets appropriate reporting requirements required of a fire department by state or
federal law or defined in national standards. They include incident reports, EMS patient care
documentation and a variety of equipment testing records.

The district uses up-to-date records management software (RMS) to enter and store incident
information. The software, Firehouse™ RMS, is compliant with NFIRS (National Fire Incident
Reporting System) standards and incidents are entered quickly and accurately.
records are also maintained on the system.

Training

Code enforcement activities and occupancy

records are maintained in an effective database to permit analysis of prevention activities,
community risks, and trends. A number of older paper records are in the process of being
scanned and recorded electronically.
ESCI obtained data generated from the RMS system with which to review SLCF&R’s
information management practices. Significant inaccuracies were found with regard to how data
was entered into the system. Issues of incorrect incident times, responding personnel counts
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and records of apparatus response were observed, as will be discussed in further detail in a
companion report. Data accuracy is essential. Training and regular quality control reviews are
necessary.

Personnel records are maintained in separate files and appropriately secured. Records are
maintained on employment history, discipline, commendations, work assignments, injuries,
exposures, and leave time.

Financial activities, including budgets, expenditures, revenues,

purchase orders, and other encumbrances are kept in hard copy and electronic document files.

Recommendations:
Review or revise the Mission, Vision and Core Values statements in light of the district’s
newly appointed leadership and assure that the entire membership understands and
embraces their content
Institutionalize the district’s statement of core values by posting it prominently and
including periodic discussion of the values in training sessions
Establish a schedule for regular review of the organization’s Mission, Vision and Core
Values Statements
Complete a Strategic Planning process
Review all board policies for completeness and consistency
Conduct an annual review of the Board Policy Manual
Conduct a complete review of the district’s Standard Operating Guidelines for
completeness and consistency
Incorporate review of Standard Operating Guidelines into ongoing training activities to
maintain awareness of their content
Regularly identify, discuss and publish the critical issues facing the district
Undertake a formal succession planning effort for all positions
Post and circulate minutes of weekly Management Team meetings to assure that
membership is informed of decisions and changes that are made
Either expand the current Management Team to include volunteer leadership or add an
additional leadership team meeting that includes both career and volunteer officers
Improve the district website. This could include Mission, Vision, Values, home fire safety
tips, outdoor burning rules/guidelines, list of board members and their term of office, etc.
The fire district contact information should appear on the homepage
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Develop a public information bulletin or brochure and include it in the FireMed mailing
each year to inform the community of services offered by the fire district as well as
upcoming events
Increase the district’s presence in the community by enhanced participation in
community events, public meetings and more effective dissemination of information
regarding the district’s activities
Install fire and intrusion alarm systems, monitored off-site, in fire stations
Establish a capital asset inventory system
Either back-up computer systems to an off-site location or store the back-up drive in a
fireproof safe
Prepare an annual report of District activities
Improve the accuracy of data entered into the FireHouse RMS
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Finance
Budgeting for cities, municipalities, and special districts in the United States has become a
challenging undertaking. Many public entities are experiencing a flattening or downturn in their
revenue. There are a number of factors influencing governmental revenues. The slowdown in
new construction and reductions in the market value of property have caused a general
reduction in property tax revenue. Other factors are property tax limitation measures, lack of
economic growth, and a flattening of revenue from fees for service that are often a significant
basis of revenue for fire departments.
Property taxes in Oregon are collected by the counties and distributed to individual taxing
entities (schools, cities, county agencies, fire districts, road districts, public utilities, and other
districts). The amount of property tax paid is based on:
The assessed value of property, and
Tax rates and bonded debt service of the taxing district.
Generally, an increase in assessed value is limited to three percent unless certain
improvements have been made to a property. Taxes may increase by more than three percent
with a voter-approved ballot measure.

Taxes can also increase or decrease due to other

changes, such as the amount a taxing district needs to pay for voter-approved bonded debt or
property annexations.

In the mid-1990s, the voters of Oregon passed a constitutional tax initiative aimed at curbing
and then limiting property taxes. Since then, each non-school taxing entity of the state is limited
to levying property taxes at (or less than) the agency’s state-assigned permanent tax rate. In
addition, the law specifies that no property may be taxed at more than $10.00 per $1,000
assessed valuation (AV) for general government (non-school) purposes.3 If the combined tax
rates of governmental entities exceed the $10.00 limit in any taxing zone, the assessor must
lower the effective tax rates of all entities in that zone to the statutory limit, thereby putting that
zone in tax “compression.”

3

Constitution of Oregon, Section 11b. Property tax categories; limitation on categories; exceptions, (1)
and (3b), 2002 ed. Taxation to retire general obligation debt for the purpose of capital construction or
improvement is exempt from the limit.
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Revenue
Fire districts derive operating revenue from a limited number of sources, with ad valorem
taxation being the most common. In the municipal environment, a fire department typically is
allocated a portion of the city’s general fund, which generally is funded from a variety of
sources. For SLCF&R, property taxes and EMS transportation revenues constitute the vast
majority of total revenue.
Assessed Valuation
The assessed valuation of property within SLCF&R has increased over the past years. The
following chart illustrates AV from fiscal year 2005 through 2012.
Figure 6: Historical AV, 2005 – 2012
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While AV has increased in each fiscal year since 2005, the annual percentage increase has
slowed significantly in the past several years.
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Figure 7: Year-to-Year Percent of AV Change, 2006 – 2012
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From fiscal year 2005 to 2006 AV increased 7.26 percent, the highest for the eight years. In
fiscal years 2011 and 2012, the yearly increases were 2.25 and 2.58 percent respectively.
Property Taxation
SLCF&R’s levy rate is fixed (permanent rate) at $1.0335 per $1,000 of AV. SLCF&R’s levy rate
is the second lowest in Lane County and is 51.68 percent of average. Siuslaw Fire and Rescue
has the lowest levy rate ($0.8717) of rural fire protection districts in the County. Taxpayers in
Siuslaw Fire & Rescue pay an additional $0.3198 to Western Lane Ambulance District for EMS.
The total fire and EMS levy rate is $1.191, approximately $0.17 above SLCF&R’s levy rate.
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Figure 8: Lane County Fire Protection District Levy Rates, 2012
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A comparison of the taxable value protected by the rural fire protection districts in Lane County
is shown in the following figure.4

The taxable value of SLCF&R is the highest of all fire

protection districts and is approximately 444 percent of the average.

4

Taxable value excludes UR (urban renewal) excess.
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Figure 9: Taxable Value of Lane County Fire Protection District
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Property tax levies are calculated by multiplying the levy rate times the AV. SLCF&R’s amount
of property tax levied for the same eight-year period fiscal year 2005 through 2012 is listed in
the following chart.5

5

Lane County Assessor, Detail of Taxing District, SAL Tables 4A.
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Figure 10: Historical Property Tax Levies, 2005 – 2012
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Total Revenue
The next chart shows the total financial resources (general fund revenue) from all sources for
SLCF&R from fiscal year 2005 through 2012. Fluctuations in general fund revenue are primarily
connected to years when the district received grants, borrowed funds (tax anticipation note), or
had increases in other non-tax income.

Figure 11: Total General Fund Revenue, Fiscal Years 2005 – 2012
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The next chart shows the year-over-year percent of change in general fund revenue between
2005 and 2012.
Figure 12: Year-to-Year Percent of General Fund Revenue Change, 2005 – 2012
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Between fiscal years 2006 and 2012 general fund revenue increased an annual average of 5.38
percent.

The following table provides a detailed history of general fund revenue by source for SLCF&R
from fiscal year ending in 2008 through 2012.
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Figure 13: General Fund Revenue, Fiscal Years 2008 – 2012
Actual
Actual
Budget
Budget
Fiscal Year
2007 – 2008 2008 – 2009 2009 – 2010 2010 – 2011
Net Working Capital
325,555
840,541
405,517
1,350,000
(Beginning Fund Balance)
Previously Levied Taxes
21,512
39,346
30,000
25,000
Interest
40,326
23,105
27,000
10,000
Workers' Compensation
0
0
0
0
refund
Sale of Miscellaneous
5,437
7,900
10,000
5,000
Equipment/Vehicles/Property
Out of district response
0
0
1,000
1,000
Fees: EMS Patient Billing
1,092,179
1,155,807
1,100,000
1,330,000
Fees: Fire/EMS Standby
0
0
1,000
1,000
Fees: Conflagration Response
0
0
20,000
20,000
Fees: Transportation
0
0
1,000
1,000
Response
FireMed Subscriptions
167,764
172,258
179,600
179,600
Miscellaneous Revenue
5,986
5,712
5,000
5,000
Hazardous Materials
0
0
2,500
2,500
Response (Cost Recovery)
Grant Revenue
0
20,639
534,160
20,000
Collections (EMS and
29,503
27,033
20,000
20,000
Response Billing
Donations
798
402
1,000
1,000
Fees: Code/New Construction
0
0
0
0
Tax Revenue Anticipation
225,000
225,000
0
0
Note
Standby/CG Speedway
0
0
0
12,400
Cloverdale Property Rent
0
0
0
0
Life Flight
0
0
0
0
Sub-Total
1,914,060
2,517,743
2,337,777
2,983,500
Current Taxes
1,380,392
1,455,571
1,494,000
1,533,523
Total Resources
3,294,452
3,973,314
3,831,777
4,517,023

Budget
2011 – 2012
1,200,000
40,000
8,345
0
0
0
1,216,000
1,000
0
1,000
220,000
5,000
0
20,000
20,000
100
0
0
12,400
150
28,000
2,771,995
1,573,000
4,344,995

Emergency Medical Services Revenue
Apart from property taxes, EMS is the single largest source of revenue for SLCF&R. EMS
revenue has two components: fees for patient care and transportation to a medical facility and
FireMed subscriptions.
6

members.

An annual FireMed subscription fee of $62 covers all household

Memberships are reciprocal between all FireMed programs in Oregon. SLCF&R

has a partnership with LifeFlight Network for a joint membership program with FireMed.

6

Increase from $52 to $62 effective April 14, 2011.
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A history and nine year average of EMS and FireMed subscription revenue from fiscal year
2004 through 2012 follows. SLCF&R’s average annual revenue for the nine year period from
EMS and FireMed was $1.26 million.
Figure 14: EMS and FireMed Revenue, Fiscal Years 2004 – 2012
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The following table shows the history of EMS fees charged by the district for its services. The
amount charged per patient has increased significantly over the years.
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Figure 15: EMS Fee Schedule History
ALS Base
BLS Base
Fees Adopted
Aid Call
Rate
Rate

Mileage

April 1, 1989

120.00

120.00

60.00

5.00

July 1, 1989

245.00

180.00

60.00

5.50

March 28, 1993

400.00

400.00

60.00

5.50

July 1, 1995

580.00

580.00

60.00

5.50

August 9, 2001

730.00

730.00

60.00

5.50

October 21, 2004

795.00

795.00

397.50

15.00

September 19, 2006

895.00

895.00

447.50

17.00

February 18, 2009

1,150.00

1,150.00

575.00

17.00

November 1, 2009

1,600.00

1,600.00

800.00

20.00

EMS fee schedule increases resulted in higher billings, but there was no direct correlation in
greater revenue. Fixed payments for EMS services by insurance companies and Medicare and
Medicaid tend to restrain receipt increases. The following chart compares billings to receipts.
Figure 16: EMS Charges and Payments History, Fiscal Years 2004 – 2011
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With one exception, EMS receipts to billings declined in each fiscal year. The next figure shows
the percentage of EMS receipts to charges by year.
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Figure 17: Receipts to Charges, Fiscal Years 2004 – 2011
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In eight years, the percent of receipts to charges from EMS have decreased 41.73 percent
(52.65 percent in 2003; 2004 to 30.68 percent in 2010 – 2011).

The next chart shows the number of billed runs (transport and treatment services), charges, and
revenue per transport from fiscal year 2004 through 2011. Revenue per run has increased
slightly from an average $555 in 2004 to an average of $578 in 2011. The highest average
revenue per EMS run was $583 in 2009.

33

Fire Service and EMS Master Plan

South Lane County Fire & Rescue, Oregon

Figure 18: Charges and Receipts per EMS Run, Fiscal Years 2004 – 2011
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As expected with an increase in charges per run and decrease in payments per run, the amount
of write-offs has gone up. In fiscal year 2011, write-offs were $2.68 million. Comparatively,
SLCF&R’s ambulance collection rate to billing is low. It appears that the low collection rate is
largely attributable to Medicare and Medicaid billings.
Figure 19: Charges and Write-offs per Run, Fiscal Years 2004 – 2011
Charges Write-off
Year
per Run
per Run
2003 – 2004

1,054

519

2004 – 2005

1,139

542

2005 – 2006

1,136

555

2006 – 2007

1,229

713

2007 – 2008

1,264

753

2008 – 2009

1,411

830

2009 – 2010

1,809

1,135

2010 – 2011

1,883

1,267

1,366

789

Average

Adoption of Fees for Service
The SLCF&R Board of Directors has adopted resolutions imposing fees for service for
ambulance transport, non-resident charges, and fees for public records.

Oregon Revised

Statutes Chapter 478 requires that fees be adopted by ordinance and filed with the county.
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SLCF&R should ensure that all fees charged by the district have been properly adopted by
ordinance.
Expenditures
SLCF&R expends money on a variety of things to provide services to its community.
Categorically these include:
Personnel services,
o

Salaries

o

Benefits

o

Overtime

Materials and supplies,
Contractual services,
Capital outlay,
Debt service,

The following chart illustrates expenditures from fiscal year 2004 through 2012.

The first

column is inclusive of all expenditures, and the second column excludes contingency funds,
transfers to reserves, and unappropriated funds.
Figure 20: Total and Net Expenditures, 2004 – 2012
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Between fiscal year 2004 and 2012 total annual expenditures have increased an average of
4.95 percent. Personnel services costs have increased at an annual average of 5.72 percent.
For the same period, revenues have averaged an annual increase of 3.91 percent.

Reserves
SLCF&R maintains a building reserve fund and an equipment reserve fund. These two funds
are used by the district to accumulate monies for capital purchases. Capital purchases include
the construction of new facilities, building improvements, emergency apparatus, and capital
equipment acquisitions.

Resources for the two funds are from the transfer of funds and

earnings on investments.

The following chart shows the history of the beginning and ending fund balance for the building
reserve fund for the past nine years. Average annual expenditure from the building reserve
fund for the nine years was approximately $40,000.
Figure 21: Building Reserve Fund History, 2004 – 2012
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The next chart is a history of the beginning and ending fund balance for the equipment reserve
fund for the past nine years. Average annual expenditure from the equipment reserve fund for
the nine years was approximately $164,000.
Figure 22: Equipment Reserve Fund History, 2004 – 2012
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The building and equipment reserve fund ending fund balances are budgeted to drop
significantly in fiscal 2011 – 2012. Without adequate reserve contributions options are limited
for acquiring replacement apparatus, equipment, and facility maintenance.

Debt
SLCF&R career members belong to the Oregon Public Employees Retirement System (ORPERS).

The district contributes 15.53 percent for Tier I and 8.55 percent for Tier II fire

members, and 5.84 percent for general service employees.

The six percent employee

contribution is also paid for by SLCF&R. As of December 31, 2009, the date of the most recent
actuarial report, the plan had a funding ratio of 51 percent.
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Figure 23: PERS Funding Status
Unfunded
Actuarial
Funded
Actuarial
Liability
Ratio
Liability

Covered
Payroll

UAL %
of
Payroll

12/31/2003

114,992

(1,255,894)

(1,370,886)

-9%

1,203,389

-114%

12/31/2005

440,293

224,872

(215,421)

196%

1,039,907

-21%

12/31/2006

633,974

743,586

109,6112

85%

1,196,501

9%

12/31/2007

723,733

874,577

150,844

83%

1,260,826

12%

12/31/2008

632,523

1,172,823

540,300

54%

1,219,019

44%

12/31/2009

817,056

1,891,427

786,168

51%

1,367,464

57%

SLCF&R has bonded debt for a liability with OR-PERS for an UAL (Unfunded Actuarial Liability).
The pension UAL was incurred by the City of Cottage Grove and bonded prior to district
formation. An agreement between SLCF&R and the City of Cottage Grove requires the district
to make annual debt payments through 2028.

The following table shows the UAL bond

payment schedule.
Figure 24: PERS UAL (Unfunded Actuarial Liability) Bond Payment Schedule
Years
Principal Interest
Total
2011 – 2012

6,785

34,053

40,838

2012 – 2013

6,923

35,266

42,189

2013 – 2014

7,597

37,293

44,890

2014 – 2015

7,493

38,747

46,240

2015 – 2016

7,874

41,067

48,941

2016 – 2017

Not Determined

49,171

2017 – 2018

Not Determined

50,522

2018 – 2019

Not Determined

53,223

2019 – 2020

Not Determined

55,924

2020 – 2021

Not Determined

58,625

In fiscal year 2012, the district budget includes a payment of $42,189 for the OR-PERS UAL
bonded debt ($6,923 in principal and $35,266 in interest). A review of the PERS bonds and the
issue date showed that interest is higher than current rates. A refinance of the debt at a lower
interest rate would provide some cost avoidance. However, the City of Cottage Grove Finance
Director confirmed in a communication that terms of the debt do not allow the bonds to be
refinanced.
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SLCF&R’s only other debt involves minor workers’ compensation claims with some reserves for
future claims.
Revenue and Expenditure Forecast
While SLCF&R has many revenue sources, three of those provide over 96 percent of the
funding for the district: EMS patient billing, FireMed subscriptions, and property taxes. Property
taxes constitute approximately 49 percent of total revenue. Revenue has grown at an annual
average of approximately 5.83 percent between fiscal year 2004 through 2012.

However,

during the same time period (fiscal years 2004 to 2012) net expenditures have increased nearly
7.50 percent annually. The following table forecasts both revenue and expenditures for the next
five fiscal years. The forecast does not provide for the transfer of funds to the district’s two
reserve accounts nor does it allocate any money for capital outlay.
If the district’s revenues and expenses follow this forecast it will be out of money by late fiscal
year 2014 -2015. Spending is forecast to exceed revenue at an increasing rate for the next
several years. Even if a 10 percent savings in all materials and service and contractual service
categories is realized, the district will remain financially solvent only part way into fiscal year
2015 - 2016. Clearly, efforts must be undertaken to either increase revenue, reduce expenses,
or both.
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Figure 25: Financial Forecast
Fiscal Year
Net Working Capital
Previously Levied Taxes
Interest
Workers' Compensation refund
Misc Sales Equipment, Vehicles,
Property
Out of District Response
EMS Patient Billing
Fire/EMS Standby
Conflagration Response
Transportation Response
FireMed Subscriptions
Miscellaneous Revenue
Haz Mat Response (Cost Recovery)
Grant Revenue
Collections (EMS and Response
Billing)
Donations
Code/New Construction
Tax Revenue Anticipation Note
Standby/CG Speedway
Cloverdale Property Rent
Life Flight
Current Taxes
Total Resources
Personnel Services
Salaries
Overtime
Benefits
Total Personnel Services
Materials and Supplies
Contractual Services
Capital Outlay
Contingency
Debt Service
Transfers to Reserves
Total Expenditures-less contingency
Resources minus Expenditures
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2012 – 13
1,000,000
30,000
5,200
0
0

2013 – 14
363,921
30,900
5,200
0
0

2014 – 15
0
31,827
5,200
0
0

2015 – 16
0
32,782
5,200
0
0

2016 – 17
0
33,765
5,200
0
0

0
1,216,000
1,000
0
1,000
220,000
7,500
0
0
20,000

0
1,273,152
1,000
0
1,000
226,600
7,500
0
0
20,000

0
1,332,990
1,000
0
1,000
233,398
7,500
0
0
20,000

0
1,395,641
1,000
0
1,000
240,400
7,500
0
0
20,000

0
1,461,236
1,000
0
1,000
247,612
7,500
0
0
20,000

100
0
0
0
150
28,000
1,620,190
4,149,140

1,000
0
0
0
150
28,000
1,672,036
3,630,459

1,000
0
0
0
150
28,000
1,725,541
3,387,606

1,000
0
0
0
150
28,000
1,780,759
3,513,431

1,000
0
0
0
150
28,000
1,837,743
3,644,206

1,311,430
369,500
810,150
2,491,080
763,020
264,200
74,500
200,000
42,419
150,000
3,785,219
363,921

1,349,461
378,738
850,658
2,670,671
785,911
272,126
0
200,000
44,890
0
3,773,598
-143,139

1,388,596
388,206
893,190
2,875,377
809,488
280,290
0
200,000
46,240
0
4,011,395
-623,788

1,428,865
397,911
937,850
3,104,380
833,773
288,698
0
200,000
48,941
0
4,275,792
-762,361

1,470,302
407,859
984,742
3,361,046
858,786
297,359
0
200,000
49,171
0
4,566,362
-922,156
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Long-Term Financial Strategies
There are a number of options for improving the current and future financial position of South
Lane County Fire & Rescue. The district will need to either increase revenue, reduce expenses,
or both, in order to remain viable into the future.

Revenue
Of the various opportunities, a local option levy is the most viable, with caveats. Obtaining voter
approval is the greatest challenge. Further, a local option levy is limited to a five-year period;
meaning the district would need to return to the electorate every five years to renew the levy.
Within the City of Cottage Grove a local option levy could only be assessed for an additional
$0.4785 per $1,000 AV. Existing tax rates already collect $9.5215 per $1,000 AV of the total
allowable $10.00 per $1,000 AV.

Figure 26: Combined Tax Rates – City of Cottage Grove
Taxing District
City of Cottage Grove
Lane County
South Lane County Fire and Rescue
Total

Rate per $1,000 AV
$7.2087
$1.2793
$1.0335
$9.5215

The total tax rate for general government within the City of Creswell is $5.5733 per $1,000 AV.
If district voters were to authorize a local option levy in the total available amount it would
generate approximately $750,600 in additional annual revenue after discounts and
delinquencies. This amount, while helpful, would still not put the district on a sound financial
footing.

The district could propose a higher local option levy rate, but would need to accept that more
taxes per $1,000 AV would be collected from property outside the City of Cottage Grove than
would be collected from within it due to the impact of Oregon’s taxation laws.

SLCF&R could dissolve and reform with a higher permanent tax rate or dissolve and be
annexed into a contiguous district with a higher permanent tax rate. ORS 198.920 dissolution
procedure and ORS 198.927 annexation of dissolved district provide background on the
process for annexation and dissolution of a district. But this option, in either form, also would be

41

Fire Service and EMS Master Plan

South Lane County Fire & Rescue, Oregon

challenged by the taxation limits described above.

Additionally, convincing voters to both

approve dissolution and subsequent annexation to a district with a higher tax rate could be
difficult.

Fees for service charged by SLCF&R could be expanded to include charges for response to
incidents on transportation routes. The district already has established billing services that
could be used for this service fee. The authority to charge for incidents on transportation routes
is already provided by state law.

Another option for generating revenue would be for SLCF&R to provide non-emergency
transports. This service could be provided with lower cost civilian personnel and would only
need to be provided during weekday hours, maximizing utilization of resources.

The current collection rate for ambulance transportation service charges is around 30% of gross
billing7. Much of the loss is mandated by public third-party payers (Medicare, Oregon Health
Plan, etc.). The district’s collection rate is lower than some other ambulance billing services.
SLCF&R may want to consider out-sourcing its ambulance billing.

Opportunities exist to

improve collection rates and reduce internal costs such as billing staff, billing software
maintenance, postage, etc.

Expenses
Paring costs from an already lean budget will not produce the kind of savings needed to return
the district to a sound financial footing. Absent new revenue, SLCF&R will need to go through
the difficult exercise of determining what services it will reduce.

Significant savings will only come through the reduction in personnel costs. The service most
labor intensive currently delivered is ambulance transportation. Abandoning this service would
reduce overall revenue by $1.436 million. This revenue loss would require a reduction in force
that would leave the district with a very small career staff. Dependence on volunteer personnel
to respond to a large call volume would increase substantially. It would also translate to longer
response times.

7

Calculated by dividing the net amount collected by the gross amount billed.
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Other options may be available, but overall the district will need to reduce costs or increase
revenue by $1.2 million in order to remain solvent.

Recommendations:
Establish a citizens’ advisory committee to assist SLCF&R in exploring revenue and
expenditure options
Consider outsourcing ambulance billing to derive a greater collection rate
Ensure all fees charged by the district have been properly adopted by ordinance
Implement the transportation route incident fee
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Planning
Emergency services exist in a rapidly changing environment.

With improved methods of

providing service comes increased regulation of activities, new risks to protect, and unexpected
challenges that can quickly catch the unwary off guard. Only through continuous internal and
external environmental awareness and periodic adjustments for changes in those environments
can an organization stay on the leading edge.

The district is engaged in short-term organizational planning to the extent that the budget
process is used as a primary tool for determining what will be done each year. Some other
short-range planning occurs also, including staffing, response and operational planning
elements. Long range planning has been limited, to date. However, the district has recognized
the importance of enhanced planning efforts by pursuing this master planning process, which
represents the first formal effort of its kind. SLCF&R leadership is commended for its foresight
in doing so.

SLCF&R has not adopted a structured planning process. Some of the essential components of
an effective planning strategy are in place; however, the methodology and process is not
institutionalized in a defined policy addressing how the district will conduct and maintain
planning efforts. A formally adopted planning policy is recommended.

The process of preparing for the future requires both discipline and organization. In order to be
truly effective, an emergency services agency should consider planning on four distinct levels operational, tactical, strategic, and master or long-range planning, as defined below:
Operational planning is the preparation for ongoing agency activities and their integration
into other regional response networks
Tactical planning is the practical preparation of incident strategies for potential
emergencies
Strategic planning supports the department’s mission and sets short-term departmental
goals
Master or long-range planning is preparation for the agency’s future service delivery
effectiveness based on projections of the future service delivery environment
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Operational Planning
Operational planning is accomplished by establishing minimum staffing policies, standardized
response plans or procedures, incident command protocols, mutual aid planning, resource
identification, and deployment planning.

Operational planning is generally the responsibility of the fire chief and is shared with the shift
captains at SLCF&R. Initial response planning has been addressed by the use of a run card
system in the dispatch center, a practice that allows the dispatcher to determine the number and
type of response units that are to be dispatched to various incident types.

The run card system, while in place, is not well developed. Rather than specifying numbers and
types of apparatus, the run card only calls for one of two “battalions” to respond to an incident.
The determination of which and how many units are needed is subsequently made by the
responding captain. The captain must make response decisions while also responding to the
emergency and managing his or her engine company while enroute. The lack of a structured
dispatching protocol leads to confusion, delays and inefficient resource deployment.
Implementation of a functional run card system in the dispatch center is recommended to
increase response efficiency and make the best use of available resources.

Another aspect of operational planning is that of preparing for incidents that require the
assistance of other agencies. SLCF&R has prepared for larger events in two respects. First, a
regionally adopted Incident Command System (ICS) has been established.

The system is

based on the National Incident Management System (NIMS) which is a nationally accepted and
appropriate standard. Secondly, a county-wide mutual aid system is in place in Lane County,
providing the district with the ability to draw emergency response resources from a broad area.
The mutual aid system is further supplemented by a state-level mobilization system for major
incidents.

Tactical Planning
Tactical planning is specific to the decisions that will be made and strategies that will be
implemented when an emergency occurs. Elements of tactical planning include:
Pre-incident planning
Specific hazard plans
Hazardous materials incident planning
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Emergency responders and command level staff need to have accurate and detailed
information at hand to identify hazards and conduct tactical operations while working at the
scene of an emergency. Firefighters are often making their first visit to their work site when
responding to an emergency. If the emergency is a structural fire, firefighters are encountering
a building at a time when the internal environment is at its worst. A lack of familiarity with the
building can easily lead a firefighter to become disoriented or injured.

Pre-incident planning provides responders with the information that they need to safely enter a
fire building and effectively fight the fire. SLCF&R does not complete pre-incident plans on their
buildings.

Certain structures in a community present special hazards that pose a greater threat than most
buildings. That threat may be in the form of the risk of a major fire occurrence, a devastating
financial loss to the community, and/or a safety hazard to responding firefighters. Identification
of special hazards and maintenance of plans for response to them is an important part of fire
district tactical planning.
Specific hazard plans are established by a process of identifying structures, industrial
installations or other target hazards that exist in a community and writing response plans that
address the unique concerns that exist. This process has not been undertaken in the district in
the past, presumably because few such hazards exist. However, for those special hazards that
are present, a response plan is important.

Planning for hazardous materials incidents is also important. SLCF&R is fortunate to be in
close proximity to state-level hazardous materials response team located in Eugene. Planning
for large scale hazardous materials response is coordinated via the state team and county-wide
mutual aid plan.

Master Planning
Master Planning takes a big picture look at a fire district’s long-range challenges and future
needs. Fire and EMS master planning focuses on three fundamental questions:
Where are we now?
Where will we need to be in the future?
How do we get there?
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This study represents SLCF&R’s first experience with undertaking a Master Planning process.
A picture will emerge with which the district can anticipate and prepare for the future. This
report, however, is not an end to the planning process. We encourage the SLCF&R to continue
and expand its planning work, including the additional steps detailed below.

Strategic Planning
Strategic Planning is sometimes confused with Master Planning. Strategic Plans address the
organization’s immediate critical issues, as well as short to mid-term (three to five years),
approaches for meeting long-range or Master Planning initiatives.

The document, like a

business plan, charts a clear direction for the future, clarifying an organization’s mission,
articulating its vision for the future, and specifying the values within which it will conduct itself.

South Lane County Fire and Rescue has not undertaken the process of Strategic Planning.
Upon completion of this Master plan process, a Strategic Plan is a valuable next step, thus
facilitating the effective implementation of the recommendations contained in this report. A
Strategic Planning process is recommended pursuant to this project.

Emergency Management Planning
When a major emergency or disaster occurs, it is the fire department that the citizens will expect
to see first arriving and taking charge of any major incidents. Planning for large emergencies
and disasters is essential.

At the county level, emergency planning is conducted by the Lane County Emergency
Management Department, a component of the Sheriff’s Office. SLCF&R is consulted, but does
not play an active role in the development of the plans. Similarly, the cities of Creswell and
Cottage Grove both maintain emergency plans. Again, the district is consulted but is not an
active participant in the composition of the plans.

Participation in disaster planning activities is essential because it will be the fire district that is
called upon to mitigate the emergency situations that occur.
engaged in the development of regional emergency plans.

SLCF&R is not sufficiently
As a result, plans are being

developed that call for a high degree of fire department involvement, but with little, if any,
awareness of their content by the first line responders.

48

The district should engage in the

Fire Service and EMS Master Plan

South Lane County Fire & Rescue, Oregon

emergency planning activities in the area and take an active role in development, management
and exercise of the plans.

Fire district personnel do participate in periodic emergency exercises. These most recently
include a flood exercise in 2011 and a mass casualty exercise in 2012.

Capital Replacement and Improvement Planning
Capital assets, including fire stations and apparatus are expensive and their service lives and
replacement schedule is readily predictable.

Too often, fire departments fail to adequately

forecast and prepare financially for capital replacement and, as a result, find themselves
confronted with large capital requirements with inadequate financial resources.

SLCF&R has capital assets worth millions of dollars and these assets require replacement on a
predictable schedule. The district has yet to establish a capital replacement plan and schedule.
SLCF&R should do so, and determine a methodology for funding the plan.
Recommendations:
Develop and adopt a formal planning policy that defines how the district will conduct and
maintain planning efforts
Implement a detailed run card system at the dispatch center better defining response
assignments by call type and location
Initiate a pre-incident planning program
Identify specific target hazards in the district and develop hazard-specific response plans
Increase the district’s participation in emergency management and planning activities
with the cities and Lane County
Establish a long range capital replacement plan
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Risk Management
The fire service, like most businesses, must manage risk to the extent possible in order to be
successful. Organizations that fail to properly identify risk, and appropriately put processes in
place to manage the risk, are often at risk for financial liability and, particularly in the emergency
services business, personal injury or illness.

SLCF&R does not have a formally identified risk manager thus the fire chief is responsible for
those activities. The district does not have a formally established risk management program. In
its place, the district has specific policies and procedures for dealing with accidents, accident
prevention, injuries, occupational hazard exposure, safety, and theft.

There are numerous standards, laws, rules, and regulations that must be complied with by fire
agencies. Regulation of district activities is accomplished by all levels of government.
Additionally, professional associations and other non-government organizations create
“standards” that, while not a legal mandate, become a recognized standard of practice.

Fire agencies should have programs in place that routinely monitor the regulatory environment
and prepare the agency for compliance with existing and new regulations.

Regulatory

compliance can be separated into three general areas:
1. Safety and health programs
2. Financial security
3. General liability prevention

Safety Policies, Practices and Programs
Occupational Health and Safety compliance programs focus on reducing preventable workplace
injuries and illnesses among fire district personnel. Risk management strategies include
determining the nature and causes of work-related injury and illnesses, evaluating work-related
hazards, developing, implementing and evaluating firefighter health and safety programs, and
serving as a resource to district personnel for issues related to firefighter health and safety.
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The first step in a comprehensive safety and health program is to develop written procedures
that address at least the following topics:
Bloodborne pathogen exposure
Confined space
Fall protection
Hearing conservation
Respiratory protection
General health and wellness

SLCF&R does have many of the elements of a quality safety program. A safety committee is in
place, many needed procedures and rules are in effect. The district would benefit from a more
focused effort on overall health, safety, and wellness. The joint IAFC/IAFF initiative on health
and safety provides a solid model program from which a more comprehensive district program
can be developed. The program should also include volunteer personnel.

Financial Security
Small government entities typically have minimal office staff to perform various financial and
accounting activities. Ensuring segregation of duties for the flow of purchasing procedures,
handling cash and receipts, bank reconciliations, deposits, credit cards, and the security of
records, is an important risk management effort. SLCF&R has segregated financial duties as
recommended by the auditors. It is important to document how the fire district maintains this
segregation of duties and to review this annually to ensure compliance.
Bank statements are reconciled by the accounting technician. More than one person should be
reviewing the bank statements. This could be done by a board member or the fire chief.
The SLCF&R Board of Directors are kept informed of the district’s finances. Prior to each board
meeting, board members are provided financial reports such as a monthly check register,
balance sheet, bank reconciliations, year-to-date budget comparison, overtime detail, and a
cash availability report.
Checks for payment over $5,000 require two signatures. Signers include the fire chief and all
board members.
payment.
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SLCF&R issues credit cards to the fire chief and each of the captains. The administrative
assistant also has a credit card. A purchase order is completed for all expenditures when using
a credit card. The district does not have a credit card policy or guidelines for the credit card
holder.
The district’s most recent audit was reviewed.

The auditor did not offer any significant

recommendations to the district.
General Liability
All agencies that conduct any level of activity have the opportunity to make mistakes that can
cause liability. A strong liability prevention program is the key to minimizing liability losses.

All activities of the district should be reviewed regularly to determine if undue risks are present.
The consistent theme of these reviews should be to answer two questions. Is there anything in
the particular practice or activity that could cause a loss to occur? If so, what should the district
do differently to prevent the loss?
The district’s insurance carrier likely has loss control consultants who can assist in this review.
Oregon OSHA also provides consulting services to public and private agencies, an excellent
resource for loss prevention. SLCF&R should take advantage of these services.

Well developed and enforced policies, procedures, and guidelines also help to minimize
exposure to liability. Noted earlier in this report was the need to bring all these documents up to
date and to ensure all members of the district are fully aware of content and application.

The district retains legal counsel. Although legal services are costly, the district should ensure
important documents including contracts are reviewed for legal sufficiency and loss prevention.

Recommendations:
Develop a comprehensive health, safety, and wellness program for all district career and
volunteer personnel
Develop written procedures or guidelines that document the segregation of financial
duties and activities
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Begin having a board member or the fire chief periodically review the monthly bank
statement reconciliations
Adopt a credit card policy listing guidelines for credit card use that includes spending
limits, purchase order requirements, prohibitions on personal use, and who to notify in
the event the card is lost or stolen
Secure back-up computer media in a fire-proof location or off-site
Complete a loss control review of all higher risk practices and activities
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Staffing and Personnel Management
SLCF&R employs career staff and volunteers to accomplish its mission and deliver services to
the citizens of South Lane County Fire & Rescue. This section of the study describes the
staffing and personnel management activities and provides an analysis of the organization’s
current staffing levels. The review of personnel management programs focuses on:
Policies, rules, regulations, manuals, and handbooks
Reports and records
Labor-management relationship and issues
Certifications and licensing
Disciplinary process
Counseling services
The application and recruitment process
Testing, measuring, and promotion processes
Health and wellness programs
In simplest terms, staffing and personnel management (or more contemporarily, Human
Resources) involves the decisions and activities connected with selecting and training
individuals for specific job functions and charging them with job responsibilities.

These

individuals provide the staff for an organization.

Personnel management is based on the assumption that workers and members of organizations
are individuals with varying goals, desires, needs, and wants. Because people represent the
very foundation of any successful organization, management should take a positive view of
workers, assuming that all wish to contribute productively; and that the main obstacles to any
endeavor result from a lack of knowledge, insufficient training, or process failure.
It is important that the organization’s members know to whom they should go when they have a
problem, question, or issue related to their relationship to the city. In small agencies, a chief
officer or administrative assistant with those duties typically handles this function. Persons with
this responsibility address questions related to appointment, benefits, performance, discipline,
promotion, or termination of employees.
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Labor-Management Relationships
South Lane County Fire & Rescue is a party to a collective bargaining agreement (CBA) with
International Association of Firefighters (IAFF) Local 851. The current agreement expires June
30, 2012, and applies to all Engineer-Paramedics and Firefighter-Paramedics employed by
SLCF&R. The Captains are non-represented middle managers. With a new leader at the helm
of the district, it is crucial to establish a positive labor-management relationship going forward
with attention by both groups toward open dialogue and two-way communication.

Internal stakeholder interviews with fire department personnel were conducted by ESCI with
personnel from all ranks of the fire department. The consulting team found the personnel to be
generally upbeat and deeply engaged in the organization despite the virtual revolving door of
leadership they have experienced over the last decade. Personnel interviewed were well above
the norm in their active involvement in the department while on duty and off duty. Employees
genuinely cared for their department and were cautiously optimistic at the prospect of a new fire
chief. There is a clear understanding of the financial difficulties facing the district, and some
frustration at the inability to provide the service the community needs or the employees are
driven to provide.

The current labor-management environment appears positive with an open dialogue regularly
occurring.

Disciplinary Processes
Maintaining discipline in a public safety organization is a crucial component of a well-run
department. Members must be allowed latitude to perform using wisdom and judgment, but
must also be held accountable for actions, whether good or less agreeable. It is important to
establish a method by which employees are encouraged to exhibit behavior that reflects a high
moral standard and creates and maintains a safe and healthy working environment.
Disciplinary policies that focus on coaching, counseling, and behavioral modification instead of
punishment have been shown to produce positive results.

SLCF&R has all of the proper disciplinary processes and procedures in place, with appropriate
appeals processes outlined. There has been no recent litigation related to disciplinary actions
and no pending litigation or claims at this time.
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Counseling Services
Emergency services bring otherwise ordinary people into life and death situations that
sometimes end tragically. Even though district personnel are trained responders, they do not
have an impregnable shield that prevents them from being affected by traumatic events. Critical
incident stress is a very real condition that affects all emergency service workers to some
degree or another at some point in their careers. Every emergency worker handles stress in a
different way and, at times, may be unable to adjust or compensate. The trigger for significant
psychological trauma may be a single event or a series of compounding events.

Fire and EMS departments recognize the need to provide a support system for emergency
workers who are exposed to traumatic incidents. Critical incident stress interventions for this
group are short-term processes only. Although normally enough to help emergency personnel
cope with the event, on occasion longer-term support is needed. Failure to provide that support
can ultimately lead to the loss of a very valuable member of the organization.

Employee Assistance Programs (EAPs) are offered by organizations to personnel as a longterm stress intervention tool. Typical plans allow the member a fixed number of counseling
visits per year with no out-of-pocket cost. The counseling provides additional support for other
life problems that may affect a member’s motivation and work quality, such as substance abuse,
marital difficulties, and financial problems. SLCF&R currently provides both critical incident
stress debriefing services and an EAP that offers free, confidential counseling and referral
services for employees and their dependents as well as intervention services if needed.

Recruitment, Application and Retention Programs
Personnel recruitment is a key function of all emergency service agencies for both career and
volunteer staff. The community places a tremendous amount of faith in fire and EMS personnel,
trusting them to provide the highest level of service when the public is most vulnerable. As
such, the process used to select personnel should be very comprehensive.

Experience within the fire service industry has shown that relaxing the requirements for entrylevel positions is not the answer for recruiting an employee. Instead, most departments have
had the greatest success in activities that encourage qualified applicants to apply. This process
often involves targeted advertising and promotional campaigns aimed at recruiting highly
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qualified career and volunteer personnel. Existing staff can be encouraged to participate in any
such campaign.
Retention of current personnel is even more critical to an organization’s survival. Current
personnel receive an enormous amount of training and equipment, at a very high cost to the
department, to be able to function without direct oversight. As these personnel gain experience
and spend more and more time in the organization, they gain insight into specific operations and
become experts in their field. These are the individuals that will lead the department into the
future and they should be treated and trained as such. Effective retention programs through
competitive salary and benefits packages, as well as volunteer service recognition, can keep
some personnel from leaving an organization, but research has shown that competent
management and the opportunity for advancement are much stronger incentives to stay.

SLCF&R is financially challenged and not anticipating a surge in career firefighter hiring. With
new leadership, that can change, but likely not without a funding structure to support a change.
The district has not experienced significant turnover in employees despite the many changes of
leadership experienced over the last decade. This attests to the dedication of the employees
and the focus of the governing board to ensure as positive and safe a work environment as
possible during an otherwise tumultuous period of time.

SLCF&R is highly dependent on a strong volunteer program for the delivery of services. While
the district has a current roster of 40 volunteers it is reported that only 20 to 25 are active.
Participation requirements are in place but are not actively enforced. Inactive volunteers have
equipment that could be used by newly recruited volunteers who will be active. Volunteer
incentives other than cash payments could be instituted that would encourage long-term
volunteer retention, such as a length of service program.
The Volunteer Firefighters Association’s role in selection of new volunteer firefighters should be
reviewed. Based on a review of Association Bylaws and stakeholder interviews it is apparent
that the Association is in a position of authority regarding personnel selection and retention.
This is inappropriate and should be changed.

The district, through its fire chief, is the hiring authority. It also will incur the liability should an
adverse employment practice occur. Thus the district, not the Association, should be fully
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responsible for and in charge of selection and retention activities. Volunteers may play a role in
selection and retention, but only through defined authorities granted by district policies and
procedures, not Association bylaws.

SLCF&R compensates their volunteers on a point system and issues an IRS Form 1099 to each
volunteer at the end of each year. The IRS has audited and cited fire districts for using 1099s
instead of IRS Form W2.

The fire district should either set up an accountable plan that

reimburses volunteers for their expenses, or change their volunteer compensation to a payroll
method withholding taxes each month and providing a W-2 at the end of the year. This was
also addressed in the SLCF&R Financial Audit.
Testing, Measurement and Promotional Processes
Once on staff, volunteer and career personnel should be evaluated periodically to ensure their
continued ability to perform job duties safely and efficiently. Technical and manipulative skills
should be assessed on a regular basis. This will provide documentation about a person’s ability
to perform responsibilities and provide valuable input into the training and education
development process.

It is important to maintain such programs whenever possible; it has long been known that
members sincerely wish to be a contributing part of any organization. This basic desire to
succeed is best encouraged through feedback that allows each member to know what he/she is
doing well and what skills may need improvement. Honest and effective feedback encourages
members to reinforce mastered skills and abilities and to work harder to improve the areas
where performance may fall short. Regular evaluation and feedback for personnel is critical to
behavior modification and improvement. This is not currently performed in a formal manner
through written performance evaluations, and is a recommendation contained earlier in this
report.

Technical and manipulative skills should be evaluated regularly. This provides documentation
about a person’s ability to perform their responsibilities and provides valuable input into the
training and education development process.
Testing of technical competency will be covered during the evaluation of the department’s
training program later in this document. Promotional processes should be clearly outlined for all
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personnel in order to facilitate their self-development and preparation, well in advance of any
potential promotional opportunity. This allows the employer to evaluate the motivation and
advancement planning of members, which can be factors to consider in a promotional
opportunity. The district should develop strict and formal guidelines for the appointment of
personnel to positions of increasingly responsible positions.

There is a lack of officer development investment by the organization. As a result, aspiring
officers are left to guess what the district is looking for in an officer. The district would be well
served to identify minimum standards of training, certification, and experience for district
officers.

These highly valued traits and abilities can also be reinforced in a formal performance
evaluation process.

While it is not appropriate to evaluate someone’s performance for a

position above their current grade, it is an appropriate and legitimate issue to discuss in the goal
setting portion of a performance evaluation process. This is where employees can be coached
toward a position of higher responsibility by their rating supervisor.

Scheduled and Unscheduled Leave
The number of hours an employee has for paid time off is based on the years of completed
service.8 The following is the contractual accrual rate:
Figure 27: Scheduled and Unscheduled Leave Accrual
Years of Service
Vacation*
Sick Leave
0-4
264
144
5-9
288
144
10-14
348
144
15 or more
384**
144
*Inclusive of Holidays, accrued monthly 1/12th of the annual entitlement
**Plus ½ shift for additional years of continuous service beyond the fifteenth year, to a maximum
of 15 shifts.

The amount of sick, injury, and other leave used by fire department personnel varies by
employee. Typically, sick leave use in fire departments of a similar size and character as
SLCF&R averages between 2.5 to 4.0 shifts (60 to 96 hours) per year.

The process for

unscheduled leave approval is done after the fact by necessity (when an employee returns to
work from an illness or injury). The shift captain reviews these leave slips and the fire chief
8

Collective bargaining agreement between SLCF&R and IAFF Local 851, July 1, 2009 – June 30, 2012.
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reviews and approves the leave slip. There appears to be no formal method of evaluating
unscheduled leave for patterns or to otherwise determine if abuse is evident.

Administrative and Support Staffing
One of the primary responsibilities of a fire department’s administrative and support staff is to
ensure that the operational entities have the ability and means to accomplish the mission of the
organization. Efficient and effective administration and support are critical to the department’s
success.

There are two administrative support personnel at SLCF&R.

The administrative assistant

manages the ambulance billing, and provides clerical support to the chief and board of directors
among other office duties. The accounting technician is responsible for the financial support
that includes accounts payable, payroll, and financial reports for the chief and the board of
directors. These two positions coordinate other office duties as assigned.
The office staff is aware of the need for a Desk Manual that outlines processes and procedures
that each person is responsible for in the office environment. A desk manual is a valuable tool
in the event someone has to come in and take over duties for office personnel.
At the time of this review, each of the office staff is performing functions that the other does not
know how to do such as payroll and ambulance billing. Cross-training in these areas should
take place. Cross-training and a desk manual outlining the process and procedure of the office
functions would minimize the impact of the absence of one of the office staff.
The office staff takes advantage of training opportunities provided by Oregon Fire Service Office
Administrators, PERS, IRS, and the Oregon Department of Revenue.
Recommendations:
Enforce volunteer firefighter participation requirements
Develop and deliver a comprehensive volunteer recruitment program
Ensure that all authority for selection and retention of volunteer personnel is vested with the
fire district
Implement a Length of Service Awards Program as an incentive for tenured volunteers
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Set up either an accountable plan that reimburses volunteers for their actual expenses or
change their volunteer compensation to a payroll method withholding taxes each month and
providing an IRS Form W-2 at the end of the year
Develop a leave monitoring process to identify if any unusual leave patterns exist by
individual
Develop a Desk Manual that outlines office processes and procedures. This should include
detailed procedures on how to perform payroll, ambulance billing, financial reports for the
board, bank reconciliations, quarterly reports, W2s, board packets, FireMed, computer backup, and any other function that needs to be performed in the absence of personnel
responsible for the tasks
Institute cross training between the two office personnel especially regarding ambulance
billing and payroll

62

Fire Service and EMS Master Plan

South Lane County Fire & Rescue, Oregon

Capital Assets
This section describes and evaluates the capital assets used by South Lane County Fire &
Rescue. These assets represent a substantial investment by the community in its fire and
emergency services provider.

Fire Stations
As noted earlier, SLCF&R operates from four fire stations.

Each is in various states of

functionality and repair. The following pages discuss in detail each station and any issues noted
for each.

63

Fire Service and EMS Master Plan

South Lane County Fire & Rescue, Oregon

Fire Station No. 2-1
Address: 233 E. Harrison Ave., Cottage Grove

Survey Components
1. Structure
A. Construction type
B. Date
C. Seismic protection/energy audits
D. Auxiliary power
E. Condition
F. Special considerations (ADA, mixed
gender appropriate, storage, etc.)
G. Safety
H. Apparatus access
I. Public access
J. Community facilities
2. Square Footage
3. Facilities Available
A. Exercise/workout
B. Kitchen/dormitory
C. Lockers/showers
D. Training/meetings
E. Washer/dryer
F. Decontamination area
4. Protection Systems
A. Sprinkler system
B. Smoke detection
C. Security
D. Apparatus exhaust system

Masonry
1970
No energy audits, seismic study just performed
Yes
Fair
Station has received numerous remodels and reconfiguration
of interior walls – very chopped up. Some interior doorways
are too tight to allow wheelchair access. Public bathroom is
unisex – needs delayed swing closer.
No obvious safety issues were noted
Eight bays (four double deep)
Yes
Yes – Training Room is used by some community
organizations
Not reported
Yes
Yes
Yes
Yes
Yes
Yes
Yes
Local alarms in dorm only
Yes – combination locks
Yes – ceiling exhaust

Fire Station 2-1 is the headquarters station for South Lane County Fire & Rescue. The station
was built in 1970 and has since been remodeled numerous times. The office area has had
interior walls moved several times, making the office space smaller, with sharp 90 degree
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The kitchen has been recently updated and offers a comfortable

environment for crew members. The dorm space is a common room with hanging curtains
separating each bunk space. The training room has an excellent layout and includes a hardwired computer projector suspended from the ceiling.

However, members of the public

attending a meeting in the training room have unrestricted access to the administrative office
common areas. The offices do close and lock and the reception area is separated by a sliding
glass partition. The apparatus bay has four double deep drive-through bays and contains two
engines, an engine/ladder, a type 6 brush engine, one water tender and an ambulance. A
training tower is located on a separate parcel of property across the street from the fire station
with ample pad space to conduct large scale training activities.

A seismic analysis has been performed by Cascade Crest Consulting Engineers, Inc. (CCCEI)
out of Sisters, Oregon on December 5, 2011. This station is located in a high seismicity area.
Based on evaluation, the following are CCCEI recommendations:
Install wall anchors and continuity ties throughout the building
Provide in-plane shear transfer for roof and floor diaphragms to the shear walls
Provide drag struts to carry the loads from roof diaphragm over the apparatus bay to the
shear walls
Provide safety film for windows in conference room and at areas of egress
Provide anchors for mechanical equipment, lights and cabinets
According to the CCCEI report, “…the building may not maintain its vertical load carrying
capacity during a 475 year earthquake.”9 The firm estimates the budget for these upgrades to
be between $200,000 and $250,000.

Recommendations:
Upgrade Station 2-1 as per the Cascade Crest Consulting Engineers, Inc.
recommendations at a minimum

9

Cascade Crest Consulting Engineers, Inc., Cottage Grove Station 1, page ES-1
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Fire Station No. 2-2
Address: 80020 Delight Valley School Rd., Saginaw

Survey Components
1. Structure
A. Construction type
B. Date
C. Seismic protection/energy audits
D. Auxiliary power
E. Condition
F. Special considerations (ADA, mixed
gender appropriate, storage, etc.)
G. Safety
H. Apparatus access
I. Public access
J. Community facilities
2. Square Footage
3. Facilities Available
A. Exercise/workout
B. Kitchen/dormitory
C. Lockers/showers
D. Training/meetings
E. Washer/dryer
F. Decontamination area
4. Protection Systems
A. Sprinkler system
B. Smoke detection
C. Security
D. Apparatus exhaust system

Metal clad, steel beam, with metal mansard flat roof
March 2001
No energy audits
No
Excellent

No obvious safety issues were noted
Four Bays
No
No
Not reported
Yes
Yes
Yes
No
Yes - includes PPE washer/dryer
Yes
No
Yes - in the dorm, monitored
Yes – combination locks
No

Fire Station 2-2 is a resident volunteer station. It is designed with individual bedrooms, a
common kitchen/day room, and shared bathroom/shower facilities. The apparatus bay is four
wide, all back-in single deep. The apparatus assigned to this station are a type 6 brush engine
and two engine/tenders. A shipping container is positioned behind the station and serves as the

66

Fire Service and EMS Master Plan

South Lane County Fire & Rescue, Oregon

district’s archive room, storing files and miscellaneous records. There is power to it and it is
temperature controlled. No seismic evaluation has been conducted on this facility because it
was constructed under recent seismic standards.
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Fire Station No. 2-3
st

Address: 55 S. 1 Street, Creswell

Survey Components
1. Structure
A. Construction type
B. Date
C. Seismic protection/energy audits
D. Auxiliary power
E. Condition
F. Special considerations (ADA, mixed
gender appropriate, storage, etc.)
G. Safety
H. Apparatus access
I. Public access
J. Community facilities
2. Square Footage
3. Facilities Available
A. Exercise/workout
B. Kitchen/dormitory
C. Lockers/showers
D. Training/meetings
E. Washer/dryer
F. Decontamination area
4. Protection Systems
A. Sprinkler system
B. Smoke detection
C. Security
D. Apparatus exhaust system

Reinforced Masonry with wood framed roof
1961
No energy audits, seismic study just performed
No – working to connect to auxiliary power at city hall next
door
Fair
No handicap access to second floor
Five truck bays
No
No
Not reported
Yes
Yes
No lockers, a single shower in unisex bathroom
Training/Meeting room combination
Yes
No

Fire Station 2-3 serves the city of Creswell.

No
Local alarms in living area
Yes
No

It is approximately 24 inches away from the

Creswell City Hall. The station is configured with four apparatus bays on the main floor (one
drive through) and all offices and living spaces directly above the bays on the second floor.
There is only one ingress/egress to/from the second floor via an open, unprotected stairway. At
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the top of the stairs, the office and living space is separated by a single unrated hollow core
interior door. There are plans to cross-tie the emergency generator from city hall to this facility.

The kitchen/day room/meeting room is open and well maintained. The office is located within
the dorm space of the officer’s bunk, with a common hallway entering each bedroom for crew
members. The bedrooms have large sliding windows which may double as an emergency exit.
If this route is taken, occupants can drop to the roof of the drive-through bay below, but there is
no point of egress from the roof. An escape system is recommended that balances the need for
security with the need for a second means of egress from the second floor living space.10

The truck bay houses a small cascade system that is reported to receive fresh air from a
plumbed duct through an exterior wall. Visual inspection to confirm this was not possible at the
time of the site visit. The station houses one engine, one engine/tender, one tender, one brush
unit, and one ambulance. Preferred staffing at this station is one career firefighter and one
resident volunteer. If a volunteer is unavailable, a career firefighter is moved from Station 1 to
Station 3. If the district is below minimum staffing, the district hires back on overtime.

A seismic analysis has been performed by Cascade Crest Consulting Engineers, Inc. (CCCEI)
of Sisters, Oregon on December 5, 2011. This station is located in a high seismicity area.
Based on evaluation, CCCEI made the following recommendations:
Install wall anchors and continuity ties throughout the building
Provide in-plane shear transfer for roof and floor diaphragms to the shear walls
Provide attachment of one-story addition to the remainder of the building
Provide anchors for mechanical equipment and cabinets
According to the CCCEI report, “…the building may not maintain its vertical load carrying
capacity during a 475 year earthquake.”11
The report provided for review did not
provide a budget estimate.
Recommendations:
Fire Station 2-3 should be replaced at the earliest opportunity

10

Note: ESCI reported this life-safety risk immediately to the acting Fire Marshal, who obtained
permission to close in the stairway with a rated fire wall, separating the stairway from the apparatus bay.
An exterior door is currently located at the bottom of the stairs, emptying into an exterior courtyard behind
city hall next door.
11
Cascade Crest Consulting Engineers, Inc., Creswell Station 3, page ES-1
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Fire Station No. 2-4
Address: Camas Swale Rd., Creswell

Survey Components
1. Structure
A. Construction type
B. Date
C. Seismic protection/energy audits
D. Auxiliary power
E. Condition
F. Special considerations (ADA, mixed
gender appropriate, storage, etc.)
G. Safety
H. Apparatus access
I. Public access
J. Community facilities
2. Square Footage
3. Facilities Available
A. Exercise/workout
B. Kitchen/dormitory
C. Lockers/showers
D. Training/meetings
E. Washer/dryer
F. Decontamination area
4. Protection Systems
A. Sprinkler system
B. Smoke detection
C. Security
D. Apparatus exhaust system

Wood frame, T-111
1980s
No
No
Fair/Good
Unknown
Unknown
Two truck bays
Unknown
No
Not reported
Unknown
Yes - small kitchen and single bed room
Unknown
Unknown
Unknown
Unknown
No
Unknown
Unknown
No

Fire Station 2-4 is designed like a home with an oversized garage for apparatus. It houses one
resident volunteer who is authorized to drive the apparatus but cannot fight fires. The resident
is not rated for interior firefighting or wildland firefighting. The only apparatus assigned to the
station is a type 6 brush engine. The remaining apparatus bay contains an antique fire engine.
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ESCI did not gain access to the interior of the station because the resident was away and the
keyless passcode for the front door did not operate.
A visual inspection was made of the exterior of the building with limited views of the interior
through windows with blinds closed. Numerous soffit vents were punched out by birds, and
ample evidence of active bird nesting was present in the soffit areas. Droppings obliterated one
window that appeared to be an office window. ESCI recommended immediate repair of these
vents to the fire chief.

Recommendation:
Mandate at least basic maintenance of Station 2-4 by staff. Damage that is beyond the
skills and abilities of the staff should be reported to fire administration

71

Fire Service and EMS Master Plan

South Lane County Fire & Rescue, Oregon

Fire Apparatus
Fire apparatus are one of the essential tools of the trade. Apparatus designed and equipped for
the incident types and risks encountered by district personnel is necessary for the district’s
mission.

The table on the next page lists the type and condition of district apparatus. It also lists the
expected useful life and anticipated replacement cost for each. Finally, it lists the reserve fund
contribution that would be required for each along with the total amount that should have been
accumulated to date.
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Figure 28: South Lane County Fire and Rescue Apparatus Summary
Apparatus
Designation

Type

Year

Make

Condition

Pump
(GPM)

Tank
(Gal)

Age

Useful
Life

Replacement
Cost

Annual
Contribution

Current
Contribution

200

Command

2002

Good

N/A

210

Utility

2006

Good

215

Utility

1986

220

Command

2009

211

Engine

1999

212

Engine

1992

Chevrolet
Tahoe
Chevrolet
1500
Chevrolet
3500
Chevrolet
Trailblazer
Pierce
Sabre
Pierce Dash

N/A

10

10

40,000

4,000

40,000

N/A

N/A

6

10

25,000

2,500

15,000

Fair

N/A

N/A

26

10

25,000

2,500

65,000

Good

N/A

N/A

3

10

40,000

4,000

12,000

Good

1250

1000

13

25

400,000

16,000

208,000

214

Engine

1992

216

Tender (2)

2000

International
Quint
Freightliner

Good

1500

750

20

25

400,000

16,000

320,000

Good

1250

500

20

25

700,000

28,000

560,000

Good

250

3000

12

25

250,000

10,000

120,000

B-11 / 217

Brush

2011

Dodge 5500

Good

130

300

1

20

150,000

7,500

7,500

M-10 / 219

Ambulance

2010

Good

N/A

N/A

2

5

120,000

24,000

48,000

2005

Chevrolet
4500
Ford F450

M-05-B /
229
M-08 / 249

Ambulance

Good

N/A

N/A

7

5

120,000

24,000

168,000

Good

Ambulance

2008

Intl 4300

N/A

N/A

4

5

120,000

24,000

96,000

221

Engine

1984

Fair

1000

1000

28

25

400,000

16,000

448,000

226

Tender (3)

1995

International
Marion
GMC

Good

500

1800

17

25

250,000

10,000

170,000

Brush

2003

Ford F350

Good

200

200

9

20

150,000

7,500

67,500

Ambulance

2005

Ford F450

Good

N/A

N/A

7

5

120,000

24,000

168,000

B-03 / 227
M-05-A /
Reserve
231

Engine

1998

E-One

Good

1500

1000

14

25

400,000

16,000

224,000

232

Engine

2006

Good

1250

750

6

25

400,000

16,000

96,000

236

Tender (3)

1997

International
Pierce
GMC

Good

500

1800

15

25

250,000

10,000

150,000

Brush

2008

Sterling
4500

Good

130

200

4

20

150,000

7,500

30,000

B-08 / 237
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Designation

Type

Year

M-04 / 239

Ambulance

2004

B-92 / 247

Brush

1992
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Make

Condition

Pump
(GPM)

Tank
(Gal)

Age

Useful
Life

Replacement
Cost

Annual
Contribution

Current
Contribution

Ford F450

Good

N/A

N/A

8

5

120,000

24,000

192,000

Ford F350

Good

200

200

20

20

150,000
TOTAL

7,500
$301,000

150,000
$3,355,000
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Based on the previous table, SLCF&R should be contributing $301,000 annually to fund
apparatus replacement. It should also have $3,355,000 currently in reserve.

The condition designations listed on the above table are defined below.
Figure 29: Apparatus Condition Definitions
Excellent

Like new condition. No body or paint defects. Clean compartments. Interior cab complete
and in full working order with no modifications. No significant defect history. Age is typically
less than 25 percent of life expectancy

Good

Body and cab have good appearance with no rust and only minor cosmetic defects or dents.
Clean compartments with no visible rust or corrosion. Interior cab is in full working order and
good appearance. Normal maintenance history with no significant defects or high downtime.
Age is typically less than 75 percent of life expectancy

Fair

Body and cab have weathered appearance with minor surface rust and some cosmetic
defects or dents. Unimpeded compartments with only surface rust or corrosion. Interior cab
is in reasonable working order and appearance. Only repairable tank or plumbing leakage.
Showing increasing age-related maintenance, but with no major defects or unreasonable
downtime. Age is typically less than 100 percent of life expectancy

Poor

Body and cab have weathered appearance with surface corrosion, cosmetic defects or dents,
and visible rust-through of non-structural metals (body panels). Significant rust or corrosion
is present in structural or support members. Use of compartments is impeded with significant
corrosion and rust-through. Interior cab is in rough condition with defects impeding safe and
proper use.
Non-repairable tank or plumbing leakage.
Problematic age-related
maintenance, major defects or unreasonable downtime are evident. Service parts difficult or
impossible to obtain. Age is typically greater than 100 percent of life expectancy.

The apparatus fleet for SLCF&R is in good condition and appears to be well maintained.
General maintenance for brush units, staff vehicles, and ambulances is performed by one of
several private shops in town.

Oregon Apparatus Repair in Eugene, Oregon, performs

maintenance on Type 1 engines and tenders.

The shop mechanics are Emergency Vehicle Technician certified. This shop also performs
pump testing and ladder testing; both meet NFPA testing standards. The preventative
maintenance intervals are customer driven. Preventative maintenance is performed at least
quarterly for smaller vehicles. Additional preventative maintenance criteria includes mileage;
3,000 for gas engines, 5,000 for diesel engines. Engine hours are not used to determine the
need for preventative maintenance.
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Recommendations:
Develop a funded apparatus replacement schedule based on engine miles/hours, age, and
condition
Establish a preventative maintenance interval based on engine miles or hours
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Training
Providing safe and quality fire and emergency services requires a well-trained workforce.
Training and education of department personnel are critical functions for SLCF&R. Without
quality training programs, emergency outcomes are compromised and department personnel
are at risk.

Firefighters operate in a complex, dangerous, and dynamic environment, as demonstrated
nationally by over 100 fatalities and 3,000 serious injuries annually. Firefighter training is the
single most important factor that prepares them to meet the challenges of the situations and
environments in which they work. The delivery of safe and effective fire and emergency medical
services is clearly dependent on a well-trained response force. The International Fire Service
Training Association (IFSTA) states:
“…regardless of the particular system used, an effective training program will include: (1)
the continuous training of all levels of personnel in the organization; (2) a master outline
or plan; (3) a system for evaluating the scope, depth, and effectiveness of the program:
and (4) revising the program, as required, to include changing state and federal
mandates, advances in equipment, products, and operational techniques.”

Without an effective training program, emergency outcomes are compromised, response
personnel are at risk, and the district may be exposed to liability for the actions of its employees.
Today’s industry standards outline certain areas that are considered integral to effective training
programs. The program should include the following:
Identification of general training competencies
Training administration and scheduling
Training facilities and resources
Training program goals and objectives
Training procedures and manuals
Appropriate record keeping (records management system)
Training program clerical support services
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General Training Competencies
A training program is designed around competencies that are identified by the organization as
the foundational elements of its skills development efforts. The captain assigned to training
described the competencies that are included in the program. The results are summarized in
the following table:
Figure 30: South Lane County Fire and Rescue Training Competencies
General Training Competencies
A. Incident command system
B. Accountability procedures
C. Policy and procedures
D. Safety procedures

E. Recruit academy

F. Special rescue (high angle,
confined space, etc.)
G. Hazardous materials
H. Wildland firefighting
I. Vehicle extrication
J. Defensive driving
K. Use and care of small tools
L. Radio communications &
dispatch protocol
M. EMS skills and protocols

NIMS based, county-wide adoption
Passport system is used and trained with
Training only when a change or update occurs. New members
receive training on all policies and procedures
Incorporated into ongoing training activities
Two academies: Volunteer - In house academy is to the NFPA
Firefighter I level and is conducted on weekends. Minimum
requirement for response is Entry Level Firefighter and Haz Mat
Operations.
Career- In-house training. The district evaluates the training that
the employee already has, followed by a week’s orientation on
days. They are then assigned to a shift as a third person on the
ambulance until they have completed a skills checklist.
Limited and at the awareness level only
Awareness and Operations level with an annual refresher
Fire responders are certified to S130/190 level with annual
refresher training
Incorporated into ongoing training
NFPA Driver CEVO (Certified Emergency Vehicle Operator)
certification is maintained
Incorporated into ongoing training activities
Incorporated into ongoing training activities
Basic and Advanced Life Support Levels. On-line EMS training
program is also used

The district’s training program is found to include the appropriate baseline competencies, at the
most fundamental levels. Program content, however, is tightly focused on the Basic Firefighter
and Firefighter I training levels in an effort to meet minimum skills needs and certification
requirements.

Training above the basic levels is limited. Specifically, a missing component is that of officer
development training. It is essential that a training program look beyond the basics to also
assure that the decision-makers on an emergency scene are well qualified.
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coaching, education and development of future leadership are important. Expansion of the
SLCF&R training program to aggressively target officer development is important.

Training Administration
SLCF&R training responsibilities are assigned to a captain who works on weekdays.

The

captain is well qualified for the role, possessing an Associate’s Degree in Fire Science and
NFPA Instructor I certification, along with having completed the National Fire Academy Training
Program Management course.

Training has been identified as a priority in the district and the Board of Directors is reported to
be highly supportive of training efforts. The training program is administered well, but is absent
a defined training plan, which will be discussed later in this section. The stated goal of the
program is to address the required competencies necessary to maintain personnel certifications
at the Firefighter I and Firefighter II levels, as defined by the State of Oregon Department of
Public Safety Standards and Training (DPSST), an appropriate standard.

The training captain is committed to administering the program. However, training duties are
one of a number of tasks assigned to the captain, stretching his capacity.

Based on the

workload as well as the importance of effective training program management, the district
should consider the addition of a dedicated training officer’s position in the future.

Training Schedule
Scheduling of ongoing training is always challenging in a fire department that relies on volunteer
staffing due to issues of member availability. To address the need, SLCF&R schedules weekly
training for its volunteers and residents.

Drills are held every Tuesday, in the evening, to

accommodate volunteer work schedules.

Volunteer training is delivered by the career crew that is on duty the day of the drill, based on
content that is prescribed by the training captain. Career member training is provided by the
shift captain and is based on an information packet provided by the training captain which
describes the instruction that is to be delivered to the shift during a given month.

It is problematic if career and volunteer personnel do not train together on a regular basis.
Consistency is lost, as is the ability of the members to work effectively together on the
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emergency scene. SLCF&R has partially met this challenge by scheduling one drill each month
that is attended by all volunteer, resident and career members. However, a once monthly joint
training activity is insufficient to assure that career and volunteer personnel can always work
together at maximum efficiency.

The observation was reinforced in internal stakeholder

interviews during which firefighters expressed concern about the lack of consistent joint
career/volunteer training. Joint training efforts should be increased substantially.

Training Facilities and Equipment
For training to be delivered adequately, facility and equipment needs must be met. First are
classroom facilities, which are present at Station 2-1 and Station 2-3. Both classrooms are
adequate in size and appropriately furnished with audio visual equipment and reference
materials.

Hands-on skills development requires access to specialized facilities. SLCF&R is fortunate to
have a small drill site behind Station 2-1. The facility includes a training tower and several
props. Though small, it serves as a valuable training asset and is readily accessible from the
classroom.

The district does not have a live fire prop, which is an important tool for firefighter training.
Instead, buildings subject to demolition are occasionally used for live fire training. The Oregon
Department of Public Safety Standards and Training has a live fire prop that can be scheduled
at the district’s training center.

Training Program Goals and Objectives
Like any other activity, training should be conducted under a comprehensive plan. The plan
should include a clear definition of the goals and objectives of the training program and a
schedule of training activities to achieve them. Training managers should ensure that lesson
plans are developed, approved, and easily accessible; training objectives and measurements
are clearly defined; and record keeping and documentation is seamless throughout the district.

SLCF&R has identified training benchmarks in general terms, based on meeting the minimum
requirement established by DPSST for certification maintenance.

It has not developed a

training program plan or established goals and objectives for training. While the district is
delivering training adequately, creating a plan that identifies priorities and program goals and
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objectives on an annual basis will enhance the program and assure that educational needs are
met.
Just prior to completion of this report, and subsequent to ESCI’s initial field work, the district
took an important step in addressing the planning need discussed above. An outline of required
training was developed, based on rank, duty assignment and volunteer/career status. The
document establishes the level of training that is to be required of each member, along with a
deadline for completing the training. This effort is viewed as a positive step toward organizing
the training program more effectively.

Training Procedures, Protocols and Manuals
The manner in which new firefighters are trained in their first months and years of membership
lays the foundation for the development of their skills and knowledge base for their entire
service time. A good entry level training plan is essential to assuring that new recruits get a
good - and safe - start.

New SLCF&R career firefighters undergo an evaluation of prior training and certification, after
which they receive a defined amount of training, based on evaluated need. New volunteer and
resident firefighters are entered into a recruit training academy, conducted on weekends. The
academy takes the new members to the Firefighter I level, as defined by NFPA and DPSST.

With regard to ongoing or continuing education, a training program can be based on either
minimum annual training hours, or alternatively, a competency-based approach. Selecting one
approach or the other enables the training staff to properly develop training plans and also
provides measures by which training delivery can be gauged.

Ongoing training should follow an identified plan based on demonstrated training needs. Such a
plan is best developed based on a result of periodic evaluation of the current skill levels of
members, that is, competency-based training.

Under a competency-based system, an evaluation of skill performance is conducted at
scheduled intervals to determine if the person being evaluated can perform the tasks in
accordance with pre-determined standards. Those skills that are performed well require no
additional training. Skills not performed well are practiced until the standard is met.
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This approach maximizes the time used for effective training. Further, it ensures members are
performing at an established level. Specialty skills can be evaluated in the same manner with
further training provided as needed. Ideally, the competency-based training approach is used on
an ongoing basis. For example, each quarter different skills are evaluated on an individual
basis.

SLCF&R applies a competency-based approach to their training program.

The strategy is

based on Job Performance Requirements (JPRs), which are defined by DPSST and applied to
various levels of certification to meet continuing education requirements.

The approach is

appropriate and effective.

The district has not developed a training program manual, as is found in many agencies.
However, in place of a training manual, a book of JPRs is used as the foundation for the skills
development activities. The JPRs are sufficient in terms of defining training content. However,
a training manual that identifies program goals and objectives, schedules and protocols, in
addition to the educational content would provide more effective definition of the program and its
intent to the membership.

Record Keeping
SLCF&R maintains its training records using the Firehouse® software program. The program is
capable of providing reports showing the amount and subject of training received by each
member. Regular management reports may be produced, which can be of tremendous value in
identifying training needs and developing annual training plans.

Upon completion of a training session, a paper roster is completed and the attendance
information from the roster is then entered into the software program. Separate training records
are maintained for each individual and are categorized as either fire or EMS training.

Clerical Support
No clerical support is provided to the training program with which to maintain training records
and related documentation.

Instead, the Captain assigned to training completes all of the

necessary reports and records.
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Additional Training Program Observations
Fundamentally, the appropriate elements of a training program are in place in SLCF&R.
However, it is unclear how well those elements are actually being implemented and how
effective training delivery actually is.

Information developed during stakeholder interviews

indicates that emergency medical services continuing education is generally well organized and
effectively delivered. Fire training was reported to be weak and lacking an adequate degree of
hands-on, skills-based, development.

The newly developed training matrix, if implemented

aggressively, should resolve this concern.

Recommendations:
Modify training program content and practices to include additional officer development
training
Plan for the addition of a dedicated Training Officer’s position in the future
Increase the frequency of joint training between career and volunteer personnel
Establish an annual training plan with defined goals and objectives
Develop a district training manual
Conduct a formal review of training program effectiveness
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Fire and Life Safety
Responsibilities for fire and life safety risk management programs (fire prevention) are specified
in state laws, local regulations, National Fire Protection Association (NFPA) standards, and
state fire and building codes. These laws, ordinances, and codes establish the authority and
responsibility under which the fire department delivers fire prevention and life safety services.

Generally, fire prevention activities should include the following:
Fire Code Enforcement
Proposed construction and plans review
New construction inspections
Existing structure/occupancy inspections
Special risk inspections
Internal protection systems design review
Storage and handling of hazardous materials

Fire Safety Education
Public education
Specialized education
Juvenile fire setter intervention
Prevention information dissemination
Fire Investigation
Fire cause and origin determination
Fire death investigation
Arson investigation and prosecution
Aggressive risk management programs, delivered as a part of an active fire prevention program,
are a fire department’s best opportunity to minimize the losses and human trauma associated
with fire.
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Code Enforcement Activities
South Lane County Fire and Rescue has recognized the importance of providing fire prevention
and public education services to its service area. The district uses the 2010 edition of the
Oregon Fire Code, which is adopted state-wide. Both the cities of Cottage Grove and Creswell
have also independently adopted the code by ordinance. No additional fire related codes or
ordinances are in place. The district and the cities are not designated as exempt jurisdictions by
the Oregon State Fire Marshal (OSFM).

One of the three shift captains carries fire prevention responsibilities as an additional assigned
duty and applied equally within both cities and the district. However, the district relies heavily on
the Oregon State Fire Marshal’s Office to perform a large portion of its prevention and code
enforcement activities. Neither of the cities conducts fire code inspections and enforcement,
with the exception of processing new construction plans and permitting.

Between new construction, fire code enforcement and public education responsibilities, the
workload placed on a shift captain is excessive, as will be more evident in the discussion below.
To effectively meet the needs of fire prevention and public education in SLCF&R, a full time
position dedicated to fire prevention is warranted.

The captain assigned to fire prevention is dedicated to fulfilling his responsibilities. He has
completed classes in fire inspection and prevention subject areas, but is not fully trained and
certified to conduct fire and life safety code enforcement. The Oregon State Fire Marshal’s
Office requires that those conducting fire code administration and enforcement meet defined
certification requirements, offered at varying levels based on the work that is to be performed.
SLCF&R should review the level of training necessary to complete the identified tasks and
provide the appropriate training.

New Construction Inspection and Involvement
One component of a fire prevention program is new construction plans review. When proposed
construction projects are scrutinized for compliance with fire code requirements, the reviewing
agency has the opportunity identify critical issues early in the process and assure they are
corrected during construction.
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It should be recognized that when a new building (i.e., new home, business, or industrial
structure) is proposed within a fire district’s jurisdiction, it is going to become a protection
responsibility of the district for the life of the building. If it is not constructed properly at the
onset, it may well become a problem for the fire district in the future.

The greater the

involvement of the fire agency in the plans review and construction process, the lower the risk of
future fire protection issues.

Plans for proposed new construction projects that fall outside of the cities of Cottage Grove and
Creswell are submitted to the Lane County Building Department for review and approval. The
OSFM Deputy assigned to the area completes the fire and life safety review of the plans and
provides approval and sign-off on the project.

However, SLCF&R has recognized the

importance of their involvement in the process to protect the district’s fire prevention efforts. To
do so, the captain assigned to fire prevention is consulted and is able to provide input to the
OSFM regarding approval of new construction plans.

In the cities, plans are submitted to the city building departments.

Because they are not

exempted cities, the fire and life safety plan review is conducted by the OSFM, again in
consultation with the SLCF&R prevention captain. District staff indicates that the established
procedures for new construction review and approval work well and that the relationship with the
OSFM Deputy is positive and effective.

General Inspection Program
Property inspections in existing occupancies are designed to identify and eliminate potential fire
hazards before an emergency occurs; an important part of the overall fire protection system.
The recommended frequency for commercial fire safety inspections varies by the type of
business, generally classified by degree of hazard.

Lower risk classifications should be

inspected annually, while moderate exposure classifications should be reviewed semi-annually
and high risk occupancies even more frequently based on the nature of risk.

Existing occupancy fire and life safety inspections are largely deferred to the State Fire
Marshal’s Office Deputy as is the case in many smaller Oregon fire agencies. However, OSFM
is only able to inspect schools, institutional and certain high or special hazard occupancies. As
a result, many occupancy types do not receive routine safety inspections.
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Because smaller fire departments do not always have the staffing capacity to inspect all of their
existing buildings, they depend on the State Fire Marshal to do so. However, in SLCF&R, the
majority of moderate and lower risk occupancies are not inspected. The district does perform
inspections in response to a complaint or observation by response personnel of a safety
concern, but no further regular inspection program exists.

The district should make efforts to address those occupancies that are not inspected, to the
extent that staffing limitations permit. This may be accomplished by a variety of approaches
including establishing a self-inspection program for low risk buildings, implementing the use of
response crews to perform inspections or training non-combat volunteers.

Fire and Injury Public Education Programs and Community Outreach
Providing fire safety education to the public to minimize the occurrence of fires and other
emergencies should be a priority for all fire agencies. Given the potential loss to a community,
prevention provides the best chance for minimizing the effect of hostile fires, medical
emergencies, and natural and man-made disasters.

All segments of the community’s

population should receive education that is age and demographically appropriate.

Like other aspects of fire prevention in SLCF&R, coordination of public outreach and education
is tasked to a shift captain as an additional assigned duty. The captain, along with other district
staff, conducts a number of public education activities, including:
Fire station tours, on request
Fire Prevention Week activities based on an annual NFPA national theme. Students are
brought to the fire stations and all schools are contacted during the week, however
events are limited to the first grade only
An annual Food Drive annually, including some public education and outreach
components
An annual team-teaching event with a State Forestry and Forest Service Fire Prevention
co-op addressing wildland fire prevention
An annual “Day of Caring” program involving high school students coming in for a day to
work at the fire station
Community services for juveniles
Bicycle safety program
Child car seat program
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Public education materials are kept on hand in the district administrative office for distribution to
the public. Bi-lingual materials are included.
Disaster Preparedness
SLCF&R does not provide disaster preparedness public education outreach. Preparation of
community residents for major incidents is important and can be accommodated by
implementing CERT (Community Emergency Response Team) and similar programs.
Incorporating disaster preparedness components into SLCF&R’s public education programs is
recommended.

Fire Investigation
Accurately determining the cause of a fire is an effective method for preventing future incidents.
In the event of a fire that is started intentionally, prosecution of the responsible offender may
prevent additional fires. Identifying the cause of accidental fires is also of importance. Knowing
and understanding how accidental fires start is the most effective way to identify fire prevention
and public education needs to customize activities to actual community fire experience.

Initial assessment of a fire in SLCF&R is conducted by the responding crew members. The
firefighters receive very basic fire cause and origin training and, if a fire’s cause is in question,
they will call for assistance from the district’s one captain who is charged with fire investigation.
Should the captain be unavailable, the Oregon State Fire Marshal’s Office is contacted for
assistance.

If a fire is found to be suspicious in nature, involvement of law enforcement is necessary.
Depending on location, the investigation is referred to the city police or, if outside of the cities, to
the Oregon State Police Arson Division.

Many areas have developed Fire Investigation Teams (FIT) that are comprised of
representatives from multiple area agencies, pooling resources to assist each other with fire
cause and origin determination. A FIT team is not in place in the SLCF&R area, however one
did exist in the past. FIT teams are highly valuable, especially to agencies that have fewer
investigation resources available. Effort should be initiated to restore the prior Fire Investigation
Team.
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Statistical Collection and Analysis
A record of emergency responses is needed to evaluate the effectiveness of fire prevention and
suppression programs.

Tracking incident data provides information with which to make

planning decisions about deployment strategies, training needs, and to evaluate the
effectiveness of fire prevention efforts.
Once this data is routinely collected, the prevention staff should use the incident records to
determine what types of fires are occurring most frequently, the types of properties most often
involved in fire, and causes of ignition, to develop targeted fire prevention efforts.

SLCF&R collects only the most basic incident data. Prevention related information is kept in
hard copy files and is not computerized, reportedly because there is question regarding what
Records Management Software program the district is going to use in the future. Data is not
reviewed or analyzed on a regular basis in order to identify fire prevention focus needs.
Improved fire prevention record keeping is recommended.

Recommendations:
Establish a full time fire prevention or Fire Marshal’s position
Determine the necessary training and certification requirements for fire code
enforcement personnel and provide the appropriate training
Develop alternatives to provide for fire and life safety inspections in occupancies that are
not otherwise inspected by the State Fire Marshal
Include community disaster preparedness outreach into the district’s public education
program
Work with other area fire and law enforcement agencies to restore the area’s previously
existing Fire Investigation Team
Improve record keeping for fire prevention activities
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Future Service Delivery System Options
The agency evaluation contained in this report provides a comprehensive analysis of SLCF&R
and the agency’s delivery of services. In the evaluation section, findings are described and
recommendations are provided to correct or improve organizational systems. However, the
central purpose of a master plan is intended to identify the most important fire protection and
EMS issues the agency faces over the long term and then design strategies that meet the
performance goals adopted by the district and assure quality service for the long-term. The
following information is intended to provide guidance and input that shall assist the district in
future decision making.
Future Deployment Recommendations
The Standards of Coverage and Deployment Plan provided a thorough analysis of emergency
response performance. Response performance goals were recommended for adoption by the
Board of Directors. Adoption of these goals provides the performance target needed to guide
the district’s deployment decisions for the future.

Facilities
The district’s fire stations are appropriately located throughout the district based on the
recommended response performance goals. These stations provide adequate coverage of the
district’s territory.

The Creswell station (2-3) is an old, inadequate, and out-dated facility. It should be replaced at
the district’s earliest opportunity.

Its future location should be within close proximity to its

current location in order to provide prompt response to an area of the district with higher
response concentration.

Apparatus
SLCF&R is adequately equipped with apparatus meeting the district’s service delivery needs.
Developing a long-term apparatus replacement plan, and providing adequate funding to
implement the plan, will be necessary.

There are two common means of funding apparatus replacement. Regular deposits of money
into a reserve fund are the most reliable means of funding future replacement. This does
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require fiscal discipline to ensure sufficient amounts of money are deposited to provide for future
apparatus replacement. At present the district should be setting aside $301,000 each year to
fund future apparatus replacement needs. It should already have $3,355,000 in the bank based
on the age and replacement cost of the current fleet.

The second method is to request voter approval of a general obligation bond. This carries the
risk that approval may not be received leaving the district with an aging apparatus fleet.
Maintaining strong engagement with the community to ensure they understand the district’s
capital asset needs will improve success.

SLCF&R will not be able to accumulate the large sum of money that should currently be in
reserve for apparatus replacement. It likely will need to depend on a voter approved general
obligation bond to meet apparatus replacement needs. Other financing options are available
but would require the district to reduce costs in other areas in order to pay loan costs.

Staffing
Improving the number of personnel available to respond to emergencies is the district’s best
opportunity to improve service. Since additional career firefighters will not likely be affordable
over the long-term, improving the strength and reliability of the volunteer program can provide
the greatest improvement at the least cost.

SLCF&R should implement programs that will recruit additional volunteer firefighters. The first
priority should be to recruit volunteers who can staff Station 2-2 and 2-4. The next priority would
be volunteers able to respond during weekday hours. The third priority would be volunteers to
augment Stations 2-1 and 2-3.

Effective management of volunteer resources should focus on improving the reliability and
capability of this important resource. This includes training volunteer personnel to perform
effectively on emergency incidents in the absence of career staff.
Financial Projection and Options
SLCF&R is not adequately funded to continue the delivery of current levels of service. The
budget for fiscal year 2012 - 2013 plans to spend $143,139 more than it will receive in revenue.
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Within two years the district will have insufficient cash on hand to fund current operations. The
district has only three options; increase revenue, reduce expenses, or a combination of both.

Current Services Financial Requirements and Options
In order to continue service to the community at current levels and set aside $300,000 per year
for future apparatus replacement the district will need to increase annual revenue by at least
$1.2 million. This is a significant sum of money. Based on the district’s current assessed
valuation this would require an increase in the current tax rate of approximately $0.78 per
$1,000 AV. Earlier in this report it was identified that only $0.4785 per $1,000 AV was available
in the district’s highest valuation area, the City of Cottage Grove. This is due to the cap on
general government taxes of $10.00 per $1,000 AV. If the district were to pass a tax levy
greater than this amount it could only collect the amount up to the $10.00 per $1,000 AV cap. If
another taxing district were to also impose a new tax levy, both SLCF&R and the other taxing
district would have their levies reduced proportionally inside the City of Cottage Grove resulting
in even less income. Because of both of these issues the actual tax rate increase needed to
maintain current services would be approximately $0.94 per $1,000 AV.

Alternatively, the district could ask voters to dissolve the current district and form a new district
with a higher permanent tax rate. The exact amount of the new rate cannot be known without a
detailed analysis but would likely be $1.86 per $1,000 AV or more. In this option, the City of
Cottage Grove and Lane County would incur revenue reductions along with the district inside
the City of Cottage Grove since all permanent rates would be reduced proportionally to meet the
$10.00 per $1,000 AV tax rate cap.

This has political implications both from the affected

jurisdictions and from the public. Taxpayers in different parts of the district would pay different
amounts per $1,000 AV based on whether they live inside or outside the City of Cottage Grove.
It is very likely both Lane County and the City of Cottage Grove would oppose this option due to
the revenue loss each would experience.

A third option would be for SLCF&R to seek voter approval to dissolve the current district and
approve annexation to a neighboring fire district. Of those within close proximity, only Lorane
Rural Fire Protection District and Lane County Fire District #1 have permanent tax rates
sufficient to meet SLCF&R’s current service delivery needs.

This option would require the

support of the annexing district and would carry all of the same political issues associated with
the alternative discussed before.
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Service Level Reduction Options
SLCF&R is already running a lean operation. There is little opportunity to trim expenses without
impacting the type and level of services provided. The district must maintain its capital assets. It
must provide necessary equipment and safety gear to remain compliant with law.

It must

adequately train its personnel to perform safely and effectively. The district’s financial issues
cannot be resolved by further reductions in materials and services, contractual services, or
capital expenditures.

SLCF&R has but one option for service level reduction that would provide a significant enough
savings to reduce new revenue requirements to a level that may be achievable. The district
could consider discontinuing its ambulance service. Described below is one cost-reduction
scenario. There are certainly others that could be considered.

The district could provide weekday staffing of two career personnel at Station 2-1 and one
career firefighter and one resident firefighter at Station 2-312. Administrative support staff would
be reduced to one person. This option would save approximately $1.65 million in labor costs
along with an additional savings of approximately $100,000 in materials and capital expenses.
The amount needed to fund apparatus replacement would also decrease by $120,000 since
ambulances would no longer be needed. Total savings would be approximately $1.87 million. It
would, however, result in loss of ambulance and FireMed subscription revenue in the amount of
$1.45 million for a net savings of approximately $420,000.

To adequately fund this scenario and set aside $181,000 per year to pay for apparatus
replacement an additional tax levy of approximately $0.228 per $1,000 AV would be necessary.
This amount would not cause the $10.00 per $1,000 AV cap to be exceeded in the City of
Cottage Grove.

This option increases the reliance on volunteer firefighters to provide staffing nights and
weekends, effectively control many types of emergencies, and respond to concurrent
emergencies.

12

One additional firefighter is funded in this scenario to cover absences. The Fire Chief and EMS/Training
Captain is also funded.
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In order to sustain services without any increase in revenues nearly all career staff would need
to be eliminated. The district would become entirely dependent on volunteer firefighters for
basic and extended emergency response services.
Short, Mid, and Long-Term Strategies
South Lane County Fire and Rescue has many issues to address. Of these issues financial
stability, personnel development, improving the condition of capital assets, and improving its
standing in the community are the most important.

The next section of this report (Summary of Recommendations) lists all recommendations
offered in this report and in the companion Standards of Coverage and Deployment Plan. Each
recommendation has been identified as needing action in either the short-term (first year), midterm (second or third year), or long-term (fourth year or later). These recommendations are
offered by ESCI based on our sense of the urgency of each issue and/or the degree of benefit
that may be gained by the district through the recommendations implementation.

In the short-term, ESCI believes achieving financial stability is among the most urgent needs.
Consequently the following actions are recommended in the short-term.
1. Establish a citizens’ advisory committee – This committee should be made up of
representatives of all elements of the community.

It should represent the district’s

various geographic areas and should include representatives from business, schools,
medical community, other local elected officials, homeowners, and others.

The

committee should be charged with providing advice to the Board of Directors on the
following:
a. Defining the appropriate type and level of services provided by the district
b. Quantifying the amount of money the community is willing to pay for services
c. Identifying the most appropriate way to raise needed funds
2. Based on the results of the citizens’ advisory committee process, the Board of Directors
should determine the most appropriate path forward and direct the fire chief to
implement that plan.
3. Address issues related to organizational culture. This includes clearly defining the role
and responsibility of all district personnel and establishing a personnel development plan
that will allow all personnel to fulfill their duties.
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4. Develop and implement a plan to address response performance issues identified both
in this report and in the Standards of Coverage and Deployment Plan. This includes
providing more defined response assignments, addressing dispatch and turnout time,
and improving volunteer response reliability. The plan should also include improving the
collection and analysis of incident data.

Mid-term strategies will largely be dependent on the outcome of the financial stability efforts.
SLCF&R’s efforts will revolve around implementing any service level and organizational
changes required by the resolution of its financial condition. Further, the district will need to
remain focused on the organizational development recommendations that will improve its
capability to deliver services.

Long-term strategies will primarily focus on completing organizational development efforts
including personnel development, improvements to capital assets (particularly fire stations), and
enhancing the quality of services delivered to the community.
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Summary of Recommendations
The following table lists all recommendations provided in this report listed by major topic areas.
Each recommendation has been assigned a priority:
Short-term – Should be completed within the next year
Mid-term – Should be completed within the next two to three years
Long-term – Should be completed within the next four or more years

Category and Recommendations

Short
Term

Mid
Term

Long
Term

Organizational Overview
Review and update all employee job descriptions annually
Develop or update job descriptions for all personnel,
including volunteers and resident personnel
Management
Review or revise the Mission, Vision and Core Values
statements in light of the district’s newly appointed leadership
and assure that the entire membership understands and
embraces their content
Institutionalize the district’s statement of core values by
posting it prominently and including periodic discussion of the
values in training sessions
Establish a schedule for regular review of the organization’s
Mission, Vision and Core Values Statements
Complete a Strategic planning process
Review all board policies for completeness and consistency
Conduct an annual review of the Board Policy Manual
Conduct a complete review of the district’s Standard
Operating Guidelines for completeness and consistency
Incorporate review of Standard Operating Guidelines into
ongoing training activities to maintain awareness of their
content
Regularly identify, discuss and publish the critical issues
facing the district
Undertake a formal succession planning effort for all positions
Post and circulate minutes of weekly Management Team
meetings to assure that membership is informed of decisions
and changes that are made
Either expand the current Management Team to include
volunteer leadership or add an additional leadership team
meeting that includes both career and volunteer officers

X
X

X

X
X
X
X
X
X
X
X
X
X

X
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Category and Recommendations
Improve the district website. This could include Mission,
Vision, Values, home fire safety tips, outdoor burning
rules/guidelines, list of board members and their term of
office, etc. The fire district contact information should appear
on the homepage
Develop a public information bulletin or brochure and include
it in the FireMed mailing each year to inform the community
of services offered by the fire district as well as upcoming
events
Increase the district’s presence in the community by
enhanced participation in community events, public meetings
and more effective dissemination of information regarding the
district’s activities
Install fire and intrusion alarm systems, monitored off-site, in
fire stations
Establish a capital asset inventory system
Either back-up computer systems to an off-site location or
store the back-up drive in a fireproof safe
Prepare an annual report of District activities
Improve the accuracy of data entered into the FireHouse
RMS
Finance
Establish a citizens’ advisory committee to assist SLCF&R
explore revenue and expenditure options
Consider outsourcing ambulance billing to derive a greater
collection rate
Ensure all fees charged by the district have been properly
adopted by ordinance
Implement the transportation route incident fee
Planning
Develop and adopt a formal planning policy that defines how
the district will conduct and maintain planning efforts
Implement a detailed run card system at the dispatch center
better defining response assignments by call type and
location
Initiate a pre-incident planning program
Identify specific target hazards in the district and develop
hazard-specific response plans
Increase the district’s participation in emergency
management and planning activities with the cities and Lane
County
Establish a long range capital replacement plan
Risk Management
Develop a comprehensive health, safety, and wellness
program for all district career and volunteer personnel
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X
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X
X
X
X
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X
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X
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Category and Recommendations
Develop written procedures or guidelines that document the
segregation of financial duties and activities
Begin having a board member or the fire chief periodically
review the monthly bank statement reconciliations
Adopt a credit card policy listing guidelines for credit card use
that includes spending limits, purchase order requirements,
prohibitions on personal use, and who to notify in the event
the card is lost or stolen
Secure back-up computer media in a fire-proof location or offsite
Complete a loss control review of all higher risk practices and
activities
Staffing and Personnel Management
Enforce volunteer firefighter participation requirement
Develop and deliver a comprehensive volunteer recruitment
program
Ensure that all authority for selection and retention of
volunteer personnel is vested with the fire district
Consider implementing a Length of Service Awards Program
as an incentive for tenured volunteers
Set up either an accountable plan that reimburses volunteers
for their actual expenses or change their volunteer
compensation to a payroll method withholding taxes each
month and providing an IRS Form W-2 at the end of the year
Develop a leave monitoring process to identify if any unusual
leave patterns exist by individual
Develop a Desk Manual that outlines office processes and
procedures. This should include detailed procedures on how
to perform payroll, ambulance billing, financial reports for the
board, bank reconciliations, quarterly reports, W2s, board
packets, FireMed, computer back-up, and any other function
that someone would need to know in the absence of
personnel responsible for the tasks
Institute cross training between the two office personnel
especially regarding ambulance billing and payroll
Capital Assets
Upgrade Station 2-1 as per the Cascade Crest Consulting
Engineers, Inc. recommendations at a minimum
Fire Station 2-3 should be replaced at the earliest opportunity
Mandate at least basic maintenance of Station 2-4 by staff.
Damage that is beyond the skills and abilities of the staff
should be reported to fire administration.
Develop a funded apparatus replacement schedule based on
engine miles/hours, age, and condition
Establish a preventative maintenance interval based on
engine miles or hours
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Category and Recommendations

Short
Term

Mid
Term

Long
Term

Training
Modify training program content and practices to include
additional officer development training
Plan for the addition of a dedicated Training Officer’s position
in the future
Increase the frequency of joint training between career and
volunteer personnel
Establish an annual training plan with defined goals and
objectives
Develop a district training manual
Conduct a formal review of training program effectiveness
Fire and Life Safety
Establish a full time fire prevention or Fire Marshal’s position
Determine the necessary training and certification
requirements for fire code enforcement personnel and
provide the appropriate training
Develop alternatives to provide for fire and life safety
inspections in occupancies that are not otherwise inspected
by the State Fire Marshal
Include community disaster preparedness outreach into the
district’s public education program
Work with other area fire and law enforcement agencies to
restore the area’s previously existing Fire Investigation Team
Improve record keeping for fire prevention activities

X
X
X
X
X
X
X
X

X
X
X
X

Recommendations from the Standards of Coverage and Deployment Plan
Recommendation
Formally adopt response performance goals
Establish detailed response performance protocols
Improve dispatch call processing performance
Improve incident turnout time
Increase response reliability from Stations 2-2 and 2-4
Provide volunteer back-up response at Station 2-3
Expand the resident firefighter program
Increase the number of volunteer firefighters responding to
incidents
Improve the collection and analysis of incident data
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Appendix
Summary of South Lane County Fire & Rescue (SLCF&R) Stakeholder Interviews
Numerous interviews of stakeholders, both internal and external to South Lane County Fire and
Rescue, were conducted over a several day period. Those interviewed were candid in their
comments. The results were revealing in terms of providing greater insight into the organization
and issues impeding organizational excellence.
List of Those Interviewed
District board members

Career captains

Editor of local newspaper

Volunteer captains

Past board members

Union shop steward

Past Cottage Grove mayor

Retired employees

Cottage Grove police chief

Creswell and Cottage Grove city managers

Lane County commissioner

Cottage Grove mayor

Central Lane Communications staff

Budget committee president

District administrative staff

Other District staff

Interview Process and Questions
All interviews were conducted with individuals or small groups and typically lasted about an
hour. Questions asked probed two themes.
1. What issues and concerns have contributed to the long-lasting problems the district has
faced since the merger?
2. What solutions need to be implemented to resolve these problems moving forward?
Numerous follow-up questions were asked to more deeply explore issues and to remove
individual bias.
Summary of Major Issues and Solutions
1. The architects of the merger did not adequately consider the differences in the culture of
the two merged departments (Cottage Grove Fire Department (CGFD) and Creswell
Rural Fire District (CFRD)). CGFD was a combination department in which the primary
response force was career. Volunteer firefighters were subordinate to the career staff
providing back-up, support, and assistance to career staff. CRFD had only one paid
staff (chief). Volunteers were primary responders subordinate to no one. When the
CGFD career-dominate operation was imposed on Creswell volunteers, significant
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resistance to career domination was encountered.

That resistance and resentment

remains today. SLCF&R will need to create an environment where qualified volunteers
are considered equal to career staff.
2. There are a few individuals in both the career ranks and volunteer ranks who continue to
cause interpersonal conflict within the organization. The revolving door of fire chiefs
over the years has not provided the strong leadership needed to correct this behavior or
terminate the individuals.
3. The district has no clearly defined and accepted vision for the future or plan to achieve
that vision. Numerous interim chiefs have not been provided the latitude to do more
than “care-take” the organization while a new permanent chief is hired.

The two

previous permanent chiefs have not adequately addressed issues or provided the
needed vision and plan.
4. Response protocols are not defined. Incidents are dispatched to either the north or
south halves of the district. Shift captains then decide what apparatus will respond
based on the location and nature of the emergency. Significant confusion and delay
results from this undefined process. SLCF&R should develop response run cards that
more clearly identify the specific units that should respond based on nature and location.
5. SLCF&R does little to engage the community. Creswell, in particular, feels neglected by
the district.

SLCR&R should regularly attend city council meetings of both cities to

provide updates about district activities.

It should be visible at community events,

service clubs, and other venues. SLCF&R needs to do a great deal to restore the
communities trust. The strife and controversy of the past years has clearly taken its toll
on the district’s reputation.
6. EMS training is considered to be well planned and delivered. Fire and rescue training is
not. This applies to both career and volunteer personnel. Too much emphasis is placed
on classroom training and too little on skills training.

Officer and fireground leader

training is non-existent. District staff has been working on improving this over the past
month, but effective implementation of quality training and officer development programs
is seen as a very significant need.
7. The Board of Directors has not clearly defined its expectations of the fire chief. None of
the current board members interviewed could articulate what he expects the chief to do
or accomplish either short-term or long-term. There is no written delegation of authority
from the board to the chief. The performance evaluation system is not effective for a
senior executive position (too much evaluation of “shares well and plays nice with
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others” type factors). Board members were not able to share with the interviewer what
their expectations of the chief were, in detail, other than “solve the money problem” and
make everyone happy.
8. The influence of the firefighters union (a subset of the Eugene Fire Dept. bargaining unit)
is seen as excessive. If the union does not want a change implemented, their threat of
labor action has been sufficient to stop the change. For example, the district wanted to
implement electronic patient charting. The union contended this would create more work
for its members thus it would fight the implementation. SLCF&R management cancelled
the project.
9. The volunteers have a Volunteer Association. The Association has a significant role in
hiring, disciplining and terminating volunteer firefighters.

The Association Executive

Board, with the addition of the fire chief, makes these decisions. There is no formal
agreement between the district and Association. There is significant risk of liability in
this relationship. The district is exposed to wrongful employment practice liability by
inappropriate actions by the Association. This relationship needs to be clarified and all
personnel management authority divested from the Association back to the district.
10. There are 40 volunteers on the roster. About 20 to 25 are active. Volunteer participation
requirements exist though several versions which were articulated by those interviewed.
Enforcement is spotty. Participation standards should be made clear and enforced,
codified in district rules or SOG’s, and enforced by the district rather than the
Association.
11. Very little career/volunteer joint training is conducted.

A vast majority of district

personnel interviewed expressed a strong desire for joint training. Benefits expressed
include volunteers getting better training and the relationship building opportunity that
joint training can provide.
12. Internal communications practices are seen as very lacking. Volunteers, in particular, do
not believe they are receiving the information they need to be effective.

Examples

include not knowing when apparatus they are assigned to have equipment changes or
are out of service for maintenance.

Those interviewed said that email and notices

posted at the stations are the preferred communications methods.
13. The district responds to about 3,000 calls per year. All personnel who carry pagers hear
all dispatches whether or not they might be needed for the incident. This results in many
turning off pagers at night or simply sleeping through pages. Splitting tone-outs by
station or other means would be beneficial.
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14. Volunteers believe a volunteer captain should have equal status to a career captain.
Career staff questions the qualifications of volunteer officers. Both groups have a point.
Resolving the previously mentioned anxiety about the subordinate status of volunteers
could be addressed by resolving this issue. However, volunteer and career officers will
need to commit to obtaining the training and experience needed to make them qualified
officers (see previous comments about lack of officer level training).
15. District rules, regulations, and SOGs are incomplete and out of date.

Much

inconsistency exists between Cottage Grove operations and Creswell operations. An
early effort is needed to bring rules, regulations, and SOGs up to date and to make
operational and other practices consistent district-wide.
16. The roles, responsibilities, and authorities of all district personnel need to be clearly
defined. Many expressed confusion, not so much about their position, but about the
roles, responsibilities, and authorities of others in the organization.
17. The district’s long-term financial condition is tenuous at best. Forecasts show that over
the next several years the district will be in deficit spending. Either revenues will need to
increase or services reduced. Current levels of community trust of the district don’t
suggest that new taxes would be supported. Rebuilding trust so that voters will approve
new revenues will be critical.
18. There is a great deal of optimism about the capabilities of the new fire chief. It was clear
that most see Chief Creech as the district’s last chance to rebuild the organization.
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